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ABSTRACT 


DESIGNING  A  PROFESSIONAL  DEVELOPMENT  PLAN  FOR  THE  SUPPORT 
OPERATIONS  OFFICER  OF  THE  FORWARD  SUPPORT  COMPANY,  by  MAJ 
Edward  W.  Zimmerman,  USA,  110  pages. 

As  the  U.S  Army  moves  into  the  twenty-first  caitury,  technology  will  be  used  more  than 
ever  to  enhance  combat  operations.  Force  XXI  redesign  uses  technological  enablers  to 
enhance  proficiency  and  situation  awareness  on  the  battlefield.  These  enhancements  are 
needed  to  overcome  reductions  in  equipment  and  personnel.  Combat  Service  Support 
(CSS)  on  the  battlefield  must  change  in  order  to  support  &ster  moving  operations  and 
overcome  limited  resources.  Li  Force  XXI,  technology  is  used  to  provide  precision 
logistics  in  order  to  maximize  the  use  of  limited  resources.  To  accomplish  the  logistical 
goals  of  the  Force  XXI  division,  the  Forward  Support  Conqiany  (FSC)  replaces  the 
support  platoon  of  the  maneuver  battalion  in  the  Army  of  Excellence  (AGE).  The  FSC 
support  operations  officer’s  ability  to  operate  in  a  multifunctional  logistics  environment 
will  be  essential  for  the  maneuver  battalion  to  succeed  on  the  battlefield. 

This  thesis  analyzed  the  responsibilities  of  the  support  operations  officer  in  the  FSC  of 
the  Force  XXI  ^vision  redesign.  Based  on  these  responsibilities,  the  research  question 
(Does  the  Army  need  to  deti^gn  a  specific  professional  development  plan  to  train  CSS 
lieutenants  to  serve  as  support  operations  officers  in  the  FSC?)  served  as  the  basis  of  this 
study.  This  research  ^mmined  what  skills,  knowledge,  and  behaviors  (SKBs)  are  most 
important  for  a  CSS  lieutenant  to  succeed  as  the  FSC  support  operations  officer.  Once 
the  SKBs  were  identified  and  prioritized,  a  professional  development  plan  was  designed 
to  assist  institutional  and  operational  CSS  leaders  in  training  the  CSS  lieutenants  in  these 
SKBs. 

This  research  examined  literature  on  Force  XXI  logistics  and  the  FSC’s  responsibilities. 
The  support  diallenges  for  the  FSC  and  specifically  the  support  operations  officer  guided 
the  development  of  desired  SKBs.  A  survey  of  subject  matter  experts  prioritized  the 
importance  of  the  SKBs  and  assisted  in  formulating  the  professional  development  plan 
that  addressed  the  three  pillars  of  the  Army  leader  development  model  (institutional, 
operatioiuil,  and  self-development). 

This  study  concluded  that  a  conqirehensive  profesaonal  development  plan  was  required 
to  develop  a  CSS  liaitenant  in  the  desired  SKBs  in  order  for  the  lioitenant  to  be 
successful  as  the  FSC  support  operations  officer.  Appendix  B  represents  the  proposed 
professional  development  plan  using  Kotter’s  dght-stage  process  of  change  as  the  format. 
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CHAPTER  1 


INTRODUCTION 

Army  combat  service  support  functional  organizations, 
capabilities,  and  doctrine  under  Force  XXI  rubric  are  ^ng 
dynamic  change.  Clearly  more  so  today  and  in  the  future,  CSS 
will  be  called  upon  to  do  more  with  less.  How  this  force  will  fight 
and  sustain  is  what  Force  XXI  is  all  about.  The  battlefield 
dynamics  of  Force  XXI  dictate  that  the  CSS  fimction  be 
reengineered  to  sustain  the  maneuves  capability  for  lethality, 
optempo,  sustainability,  and  survivability.  (Link  1996, 1) 

Success  on  the  Force  XXI  lo^stics  battlefield  lies  with  senior  combat  service 
support  (CSS)  leaders  able  to  develop  junior  officers  to  perform  logistics  functions 
previously  performed  at  the  field  grade  level.  Force  XXI  logistics  redesign  enwsions  a 
lioitenant  serving  as  the  forward  support  company  (FSC)  support  operations  officer  with 
the  skills,  knowledge,  and  behaviors  (SKBs)  traditionally  associated  with  a  major  or 
senior  captain  so^ng  in  a  forward  support  battalion  (FSB)  as  a  support  operations 
officer.  As  identified  inDAPAM  350-58,  Leader  Developmentfor  America’s  Army, 
leaders  develop  and  enhance  their  SKBs  using  the  Army  leader  development  system  that 
consist  of  three  pillars:  institutional  training  and  education,  operational  assignments,  and 
self-development.  This  study  examined  the  primary  responsibilities  of  the  FSC  support 
operations  officer  in  the  Force  XXI  division  and  the  Army’s  leader  development  system 
with  the  intent  of  eventually  producing  a  professional  development  plan. 

This  plan  (see  qrpendix  B,  FSC  Support  Operations  Officer  Professional 
Development  Plan)  identifies  the  frameworic  that  can  be  refined  by  institutional  and 
opo’ational  CSS  leaders  to  train  the  FSC  support  operations  officer.  This  professional 
development  plan  can  be  trulored  to  the  individiuil  lieutenant’s  and  the  organization’s 
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needs  by  the  operational  leader  as  required.  The  institution  performs  as  the  lead  agency 
for  developing  and  updating  the  plan.  The  operational  leader  implements  the  plan  in  a 
manner  that  produces  a  lieutenant  who  possess  the  desired  SKBs  and  the  following 
characteristics  identified  in  DA  PAM  350-58,  Leader  Development  for  America ’s  Army. 

1.  Anticipate,  manage,  and  exploit  change; 

2.  Accurately  assess  situations,  solve  problems,  and  act  decisively  undo: 
pressure;  and 

3.  Clearly  provide  purpose,  direction,  motivation,  and  vision  to  their  subordinates 
while  executing  operations  following  their  superior’s  intent  (DA  PAM  350-58  1994, 2). 

This  thesis  was  designed  for  logistics  leaders  who  have  a  basic  understanding  of 
Force  XXI  and  the  logistical  changes  that  it  requires.  The  study  was  based  on  the  Force 
XXI  concept  as  of  August  1998.  A  concept  in  constant  transition,  where  there  exists  a 
risk  that  ideas  addressed  in  this  study,  may  require  modification.  Nevertheless,  based  on 
the  method  of  design,  the  professional  development  plan  will  remain  useful  to  key  CSS 
leaders  as  it  pertains  to  developing  CSS  lieutenants  to  serve  as  support  operations  officers 
in  the  FSC. 

The  Research  Question 

Does  the  Army  need  to  design  a  specific  professional  development  plan  to  train 
CSS  lieutenants  to  serve  as  support  operations  officers  in  the  FSC  of  the  Force  XXI 
division?  In  an  attempt  to  answer  this  primary  question,  information  pertaining  to  the 
FSC  support  operations  officer’s  responsibilities  was  used  to  develop  SKBs  for  that 
position.  The  Army  leader  development  system  was  a  baseline  used  to  develop  a  specific 
professional  development  plan  to  train  CSS  lieutenants  in  the  SKBs  identified.  The 
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analysis  of  secondary  data  provided  the  background  information  to  guide  the  research 
using  three  subordinate  problems. 

Subordinate  Questions 

To  answer  the  research  question,  and  ultimately  design  a  professional 
development  plan  to  train  CSS  lioitenants  to  serve  as  support  operations  officers  in  the 
FSC  required  answering  the  following  subordinate  questions: 

1.  Which  SKBs  are  most  important  for  the  FSC  support  operations  office  to 
successfully  perform  his  duties? 

2.  Which  tactical  logistics  functions  should  the  professional  development  plan 
focus  on  to  develop  the  SKBs  that  will  best  assist  the  FSC  support  operations  officer  to 
successfully  perform  his  duties? 

3.  Which  of  the  three  Army  leader  development  pillars  (institutional,  operational, 
or  self-development)  should  be  used  as  the  primary  means  to  train  CSS  lieutenants  in  the 
desired  SKBs  before  they  serve  as  the  support  operations  officers  in  the  FSC? 

Importance 

Primary  data  obtained  from  a  survey  of  subject  matter  experts  (SMEs)  answered 
the  research  and  subordinate  questions  and  served  as  the  foundation  of  this  study.  These 
issues  w^-e  paramount  in  that  they  affected  the  quality  of  training  and  the  iq)proach  to 
developing  a  CSS  lieutenant’s  SKBs  that  allow  him  to  successfully  perform  his  duties  as 
the  FSC  support  operations  officer.  The  FSC  support  operations  officer’s  performance 
directly  impacts  the  mission  success  for  the  FSC  and  the  supported  maneuver  battalion. 
The  importance  of  the  FSC  support  operations  officer’s  performance  and  of  the  Army’s 
approadi  to  developing  that  officer  was  apparent  when  looking  at  the  concept  of  support 
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for  Force  XXI,  the  FSC  support  operations  officer’s  responsibilities,  and  the  Army  leader 
development  system. 

Background  of  Force  XXI  Logistics 

As  the  US  Army  moves  into  the  twenty-first  century,  technology  will  be  used 
more  than  ever  to  enhance  combat  operations.  Force  XXI  redesign  employs 
technological  enablers  to  enhance  proficiency  and  situation  awareness,  allowing  for  a 
faster  pace  of  warfore  and  a  technologically  advanced  smaller  unit  to  defeat  a  larger  unit 
on  the  battlefield  (Force  XXI  Concept  for  CSS  1998,  1-1).  Meeting  the  challenges  of 
Force  XXI  requires  a  conceptual  shift  in  the  CSS.  This  conceptual  shift  involves  the  FSC 
and  specifically  the  support  operations  officer.  In  order  to  fiilfill  the  Force  XXI  vision, 
the  FSC  support  operations  officer  must  be  developed  in  SKBs  normally  associated  with 
multifimctional  logistics  using  the  Army  leader  development  system  as  a  guide. 

Force  XXI  Concept  of  Support 

Through  Force  XXI’s  enhanced  digital  logistical  awareness  and  forecasting 
capabilities,  CSS  leaders  at  all  levels  must  provide  the  foresight  and 
responsiveness  necessary  to  anticipate  and  maintain  the  division’s  operations 
tempo.  The  AOE  CSS  organizational  structure  does  not  provide  this  capability. 
(Force  XXI  Concept  for  CSS  1998,  1-1) 

In  Force  XXI,  technology  provides  precision  logistics  in  order  to  maximize  the 
use  of  limited  resources.  The  primary  difference  between  the  Army  of  Excellence  (AOE) 
and  Force  XXI  CSS  operations  at  brigade  and  battalion  level  is  that  the  FSC  replaces  the 
support  platoon  in  the  maneuver  battalion.  The  FSC,  by  design,  is  a  multifimctional, 
modular  unit  that  is  structured  to  effectively  combine  organizational  and  direct  logistical 
support  at  the  right  time  as  close  to  the  point  of  need  as  possible  (CASCOM  CSS 
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Operations  in  Force  XXI 1996, 1-1).  The  FSC  is  under  the  command  and  control  of  the 
FSB  commander,  whereas  the  maneuver  battalion  commander  controlled  the  support 
platoon  in  the  AO£.  This  organizational  and  doctrinal  change  in  the  man^iver 
battalion’s  CSS  allows  the  maneuver  battalion  commander  to  focus  on  the  fight  and  has 
logistical  leaders  focused  on  logistics  at  the  lowest  levels  (CASCOM  1998, 24).  ‘‘The 
FSC  also  gains  increased  efiBciency  and  effectiveness  through  coitralized  support. 
Centralized  support  allows  the  FSB  commander  to  cross-level  between  FSCs  and  weight 
the  battle  logistically  as  required”  (Force  XXI  Concept  for  CSS  1998, 2-10). 

As  of  July  1998,  the  FSC  is  comprised  of  a  headquarters  section,  support 
operations  section,  supply  and  transport  platoon,  and  a  maintenance  platoon  (figure  1). 
The  FSC  provides  all  classes  of  supply  (-CL  Vm),  food  service,  and  tactical  field 
maintenance  (DS/Unit)  to  itself  and  the  battalion  it  supports  (Force  XXI  Concept  for  CSS 
1998,  2-10).  Deagned  to  support  a  specific  maneuver  battalion,  the  FSC  provides 
support  and  synchronization  for  five  of  the  six  tactical  logistics  functions  (arm,  fiiel,  fix, 
move,  and  sustain).  The  FSC  concept  of  support  offsets  the  reduction  in  resources  and 
provides  more  effective  control  by  optimizing  flexibility  and  response  using 
technological  changes  for  centralized  management  (Pate  1996,  8).  The  FSC’s  ability  to 
employ  this  concept  of  support  is  accomplished  through  automation  enablers  that  provide 
situation  awareness  and  lead  to  precision  logistics.  Predsion  logistics  is  anticipatory  in 
nature,  and  precise  requirements  are  visible  to  CSS  leaders  as  opposed  to  strictly 
estimated  requirements  of  the  past.  This  concept  is  truly  a  dynamic  change  in  the  way 
organizational  logistics  is  performed  at  the  manoiver  battalion  level.  To  accomplish  the 


5 


FSC  mission,  a  support  op^ations  officer  is  assigned  the  responsibilities  of  coordinating 
and  synchronizing  logistics  support  to  the  combat  arms  battalion  (CAB). 


Figure  1.  FSC  Organizational  Structure  (CASCOM,  1998) 


Supprnt  Operations  Officer’s  Responsibilities 
The  FSC  support  operations  officer  is  responsible  for  coordinating  and 
synchronizing  the  logistical  support  for  the  CAB  that  the  FSC  supports.  These 
responsibilities  were  analyzed  to  determine  the  SKBs  that  must  be  developed  for  the 
liwtenant  to  serve  as  a  support  operations  officer  in  the  FSC.  Early  in  the  design  of  the 
FSC  concept,  there  was  discussion  that  a  major  should  command  the  company  and  that  a 
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obtain  should  serve  as  the  support  operations  officer  due  to  the  complexity  of  mission. 
Although  there  are  several  reasons  a  major  could  not  command  the  FSC,  the  primary 
reason  was  due  to  the  shortage  of  CSS  majors  (Palmer  1998, 9).  As  of  August  1998,  a 
captain  will  command  the  FSC  and  the  support  operations  officer  will  be  a  lieutenant. 
Nevertheless,  the  argument  of  a  major  serving  as  commander  and  a  captain  serving  as 
support  operations  officer  was  based  on  the  eqrected  high-operational  tempo,  the 
advanced  technological  enablers,  and  the  ability  to  coordinate  and  plan  CSS  for 
anticipatory  logistics  support  (Palmer  1998,  8-9). 

Force  XXI  Technological  Enablers 

Technological  changes  in  automation  are  critical  to  enhancing  logistics 
management  and  the  Force  XXI  logistical  concept.  The  increased  amount  of  information 
available  to  the  CSS  leader  and  staff  officer,  through  the  Combat  Service  Support  Control 
System  (CSSCS)  and  the  Force  XXI  Battle  Command  Brigade  and  Below  (FBC2B2),  is 
an  enhancement  that  allows  the  proposed  organizational  and  doctrinal  changes  in  the 
FSC.  The  support  operations  officer  uses  the  CSSCS  and  the  FBC2B2  to  maintain  the 
situation  awareness  that  is  required  to  perform  anticipatory  logistics  (CASCOM 1998, 
16-17). 

The  FSC  support  operations  section  uses  the  CSSCS  to  provide  visibility  of 
maintenance,  supply,  and  distribution  information  through  the  CSS  pipeline  at  all  levels 
(CASCOM  1998,  8).  The  support  operations  officer  uses  this  information  to  coordinate 
and  synchronize  the  support  for  the  CAB  with  key  leaders  in  the  CAB  and  the  FSB.  The 
automated  systems  are  a  CSS  force  multiplier  for  the  FSC,  providing  a  tool  to  balance 
limited  resources  and  command  priorities  when  supporting  the  CAB.  Figure  2  illustrates 
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how  the  use  of  these  automation  systems  allows  logistical  management  functions  to  move 
from  the  FSB  to  the  FSC.  The  illustration  also  demonstrates  how  a  lieutenant  saving  as 
FSC  support  operations  officer  needs  to  have  SKBs  normally  associated  with  a  major  or 
senior  captain  serving  as  a  FSB  support  operations  officer. 


Management  Mgration 


Figure  2.  (CASCOM,  1998) 


FSC  Training  Support  Plan  Tasks 


CASCOM  developed  a  training  support  plan  (TSP)  for  the  FSC.  Captain  Rodney 
Palmer  used  this  TSP  to  develop  and  validate  a  FSC  commander’s  critical  task  list  in  his 
worl^  “A  Study  to  Identify  Critical  Tasks  and  Develop  a  Training  and  Developmental 
Plan  for  the  Forward  Support  Company  Commander  Position,”  which  involved  the 
training  of  the  FSC  Commander.  “Coordinate  company  support  operations”  is  a  task  on 
both  lists.  This  task  is  fiirther  divided  into  subordinate  tasks.  These  subordinate  tasks 
served  as  the  cornerstone  of  this  study  in  that  they  provided  the  basis  on  vdiich  the  SKBs 
were  identified  and  analyzed  in  order  to  design  a  professional  development  plan  to  train 
CSS  lioitenants  to  serve  as  FSC  support  operations  officers.  The  TSP  task  (coordinate 
company  support  operations)  is  subdivided  into  the  following  tasks: 

1.  Supervise  FSC  support  operations  section. 

a.  Assign  areas  of  responsibility  and  work  schedules  consistent  with  phases  of 
manaiver  company’s  operations; 

b.  Monitor  performance  of  support  opo^ions  element  personnel  to  ensure 
compliance  with  commander’s  guidance  and  TSOP; 

c.  Identify  possible  foture  requirements  by  analyzing  LOG  SITREP  and 
summarized  data  from  company  ISGs  to  CTCP  through  CSSCS; 

d.  Coordinate  CSS  policies  and  mission  changes  with  the  maneuver  battalion 
S4  and  subordinate  elements,  maximizing  use  of  orders  or  requests,  overlays,  and 
CSSCS; 
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e.  Direct  lateral  distribution  of  assets  as  driven  by  changing  requirements  and 
priorities  in  accordance  with  maneuver  battalion  S4’s  guidance  using  orders  or  requests 
and  CSSCS;  and 

f  Direct  redistribution  of  CRTs  maintenance  workload  in  accordance  with 
maneuvOT  battalion  S4’s  guidance  using  orders  or  requests  and  CSSCS. 

2.  Support  operations  section  monitors  mission  support  operations. 

a.  Identify  all  FSC’s  specified  and  implied  tasks  in  the  maneuver  battalion 
and  FSB’s  operations  orders; 

b.  Confirm  all  identified  specified  and  implied  tasks  in  coordination  with 
maneuver  battalion  s  S4  represratative  and  FSC  support  operations  persoimel  in  the 
CTCP; 

Verify  the  task  organization  of  the  company  support  teams  to  match  the 
needs  of  the  supported  manoiver  companies  using  CSSCS; 

d.  Track  the  location  of  fiiendly  and  enemy  icons  using  CSSCS; 

f  Monitor  reporting  between  the  company  first  sergeants  and  the  CTCP; 

g.  Disseminate  pertinent  digital  information  to  FSC  commander  and  co¬ 
located  FSC  elements,  using  CSSCS; 

h.  Task  appropriate  FSC  elements  to  fill  “call  for  support”  requests  from 
maneuver  company’s  first  sergeant,  using  CSSCS;  and 

i.  Forward  “call-for-support”  requests,  that  are  beyond  the  FSC’s  capability, 
to  the  FSC  support  operations  section  using  CSSCS. 

By  design,  the  TSP  provides  an  excellent  tool  for  the  commander  to  train  his 
unit.  Ifowever,  for  this  study,  the  tasks  had  to  be  further  developed  into  SKBs  for  the 
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support  opo^ons  officer  in  order  to  address  the  professional  development  of  CSS 
lieutenants  in  preparation  for  the  FSC  support  operations  officer  position.  Essential  to  the 
SKBs  of  the  support  operations  officer  is  his  understanding  of  the  tactical  logistics 
functions  and  the  relationship  these  functions  have  to  each  other  and  to  the  CAB. 

Tactical  Logistics  Functions 

The  support  op^ations  ofBcer  must  understand  the  tactical  logistics  functions  in 
a  maimo’  that  is  consistent  with  the  characteristics  identified  in  DA  PAM  350-58,  Leader 
Development  for  America 's  Army  '. 

1.  Anticipate,  manage,  and  exploit  diange; 

2.  Accurately  assess  situations,  solve  problems,  and  act  decisively  under 
pressure;  and 

3.  Clearly  provide  purpose,  direction,  motivation,  and  vision  to  their  subordinates 
vsdiile  executing  operations  following  their  superior’s  intent  (DA  PAM  350-58  1994, 2). 

This  understanding  of  the  tactical  logistics  functions  was  essential  to  developing 
the  SKBs  because  it  provided  the  foundation  to  perform  multifimctional  logistics  in  an 
anticipatory  maimer.  With  Force  XXI  logistics  still  in  its  infancy,  comparisons  to  the 
Army  of  Excellence  (AOE)  systems  provided  a  better  undemanding  of  responsibilities 
placed  on  the  FSC  support  operations  officer.  Below  is  a  brief  comparison  between  the 
AOE  and  Force  XXI  CSS  ^sterns  by  five  of  the  tactical  logistics  functions  (arming, 
fueling,  fixing,  moving,  and  sustaining)  that  are  the  foundation  of  the  FSC ’s  mission. 
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Arm 


“Arming  the  force  requires  detailed  planning  and  coordination  among  the  combat 
users  and  the  ammunition  and  transportation  logisticians  at  all  levels”  (FM 100-5  1993, 
12-1 1).  The  support  operations  officer  in  the  FSC  is  the  first  link  of  that  planning  and 
coordination  between  the  user  and  the  logistician.  Force  XXI  provides  several  enablers 
to  make  the  Class  V  aspect  of  arming  more  effective  and  efficient.  Two  of  these  changes 
are  in  the  packaging  and  movement  of  Class  V.  Strategic  configured  loads  (SCLs)  allow 
anununition  to  move  from  echelons  above  division  (EAD)  down  to  the  ammunition 
transfer  point  (ATP)  in  the  brigade  rear.  The  FSC  then  moves  the  Class  V  to  the 
maneuver  units,  where  the  container  can  be  dropped.  The  maneuver  unit  can  unload  the 
container  without  materiel  handling  equipment  (MHE)  because  of  the  containerized  roll 
on  or  off  platform  (CROP).  For  successful  ATP  operations  to  occur,  the  FSC  support 
operations  officer  must  stay  in  communication  with  the  FSB  and  maneuver  unit  to 
maintain  situation  awareness  for  Class  V  distribution,  plus  maintain  accountability  of 
CROP  containers.  The  FSC  support  operations  officer’s  understanding  of  this  system 
allows  him  to  anticipate,  manage,  and  solve  problems  as  they  occur. 

Fuel 

Fueling  the  force  in  Force  XXI  may  be  the  most  challenging  of  the  tactical 
logistics  functions.  “Providing  clear  priorities  for  fueling,  accurately  estimating  fuel 
consumption,  and  economizing  assets  whenever  possible  contribute  to  ensuring  adequate 
support  of  operations”  (FM  100-5  1993, 12-11).  The  support  opo'ations  lieutenant  will 
need  to  maintain  oversight  of  the  three  areas  mentioned  above.  The  FSC  will  have  to 
execute  the  fiiel  mission  with  fewer  assets.  Daily  fuel  requirements  are  anticipated  to 
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increase  in  Force  XXI  while  the  number  of  fuel  handlers  and  fiiel  equipment  assets  will 
decrease  (Quartermaster  XXI 1998, 6-7).  It  is  incumbent  on  the  support  opontions 
officer  to  maintain  accurate  situation  awareness  to  insure  battlefield  success.  Force  XXI 
Battle  Command  Brigade  and  Below  (FBCB2),  Combat  Service  Support  Control  System 
(CSSCS),  and  Movement  Tracking  System  (MTS)  are  automation  enablers  that  must  be 
used  by  the  support  operations  officer  to  manage  the  fiiel  resupply  mission. 

Synchronizing  the  availability  of  assets  for  the  support  mission  and  coordinating 
the  resupply,  which  will  primarily  come  firom  Corps  throughput,  is  a  primary 
responsibility  of  the  support  operations  section.  The  support  operations  lieutenant  will  be 
the  key  coordinator  for  communicating  requirements  through  the  system  and 
synchronmng  the  resupply  deliveries.  By  moving  the  management  function  forward  to 
the  FSC  support  operations  section,  which  has  situation  awareness,  precision  logistics  can 
be  accomplished  (CASCOM  1998, 17). 

Fix 

Soimd  maintenance  practices,  forward  positioning  of  maintenance  capabilities, 
quickly  accessible  repair  parts,  and  well-understood  priorities  for  recovery  and  repair 
may  determine  success  on  the  battlefield  (FM 100-5  1993,  12-11).  Force  XXI  moves 
maintenance  c^abilities  as  fiir  forward  as  possible.  Changing  fi-om  the  AOE  concept  of 
fix  forward  and  repair  in  the  rear.  Force  XXI  replaces  components  forward  and  fixes  the 
components  in  the  rear  (Ordnance  XXI 1998,  6).  Combining  organizational  and  DS 
maintenance  capabilities  and  moving  that  capability  forward  to  the  FSC  accomplish  this 
concept.  The  support  operations  officer  has  visibility  of  organizational  and  DS 
management  in  the  task  force  support  area  (TFSA).  The  Forward  Repair  Systems-Heavy 
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(FRS-H)  provides  the  enhanced  capability  to  move  DS  support  forward  without  requiring 
equipment  that  may  be  used  for  recovery  operations. 

The  support  operations  section  coordinates  with  the  maintenance  platoon,  the 
maneuver  element,  and  the  FSB  for  maintenance  and  recovery  operations.  Situations 
may  require  the  FSB  support  operations  officer  to  provide  additional  support  to  another 
battalion  within  the  brigade.  Bi  this  situation,  the  FSC  may  have  to  send  a  mflintftnanra 
support  team  (MST)  to  assist  another  FSC  within  the  brigade.  Force  XXI  logistics 
support  relies  on  this  flexibility  to  place  limited  resources  where  they  will  have  the  most 
impact  on  the  battlefield.  The  situation  awareness  and  coordination  between  the  support 
operations  officers  in  the  FSC  and  the  FSB  are  critical  to  this  flexibility.  The  FSC 
support  operations  officer  must  have  a  thorough  understanding  of  this  tactical  logistics 
function  to  react  to  the  changing  situation  on  the  battlefield. 

Move 

Executing  transportation  operations  requires  detailed  preparation  and  extensive 
training  and  coordination  between  the  FSB  and  FSC.  The  movement  aspect  of  Force 
XXI  provides  an  example  of  how  changes  at  echelons  above  division  (EAD)  will  impact 
the  support  operations  officer  at  the  FSC.  Battlefield  distribution  relies  heavily  on  EAD 
assets  for  support,  fiicreased  reliance  on  throughput  fi-om  EAD  all  the  way  to  the  FSC 
will  be  (xitical  to  distribution  success.  The  support  operations  officer  is  the  key 
logistician  for  planning  and  coordinating  the  transportation  linkup  between  higher  CSS 
units  and  the  FSC.  Automation  enhancements,  such  as  Movement  Tracking  System 
(NCTS)  and  Total  Asset  Visibility  (TAV),  provide  the  situation  awareness  the  support 
operations  officer  needs  to  coordinate  battlefield  distribution.  Other  enhancements,  such 


as  the  CROP  and  SCLs,  were  mentioned  in  the  earlier  discussion  of  ammunition, 
demonstrating  the  impact  that  transportation  has  on  the  other  tactical  logistics  fiinctions. 
The  support  operations  officer’s  undo'standing  of  how  transportation  assets  impact  the 
other  tactical  logistics  fimctions  is  key  to  the  success  of  the  FSC  in  performing  its 
mission. 

Although  leaders  tend  to  take  for  granted  the  tactical  logistics  function  of  move, 
ectensive  coordination  to  move  units  and  materiel  is  often  coupled  with  short-notice 
dianges  in  plans  (FM 100-5  1993, 12-1 1).  These  changes  require  the  support  operations 
officer  to  be  knowledgeable  of  transportation  systems  and  be  able  to  maintain  the 
flexibility  to  integrate  transportation  into  the  overall  CSS  mission  despite  unanticipated 
dianges  in  requirements. 

Sustain 

The  five  elements  of  sustainment  are  personnel  services,  health  services,  field 
services,  quality  of  life,  and  general  supply  support.  The  diversity  of  this  tactical 
logistics  function  is  more  complex  than  this  summary  will  address.  There  are  two 
elements  that  are  of  primary  concern  to  the  support  operations  officer  in  the  FSC,  general 
supply  support  and  field  services  (food  service  operations  and  wat^),  because  the  support 
provided  for  these  two  dements  are  primary  missions  of  the  FSC.  These  areas  require 
duly  plarming  and  coordination  efforts  on  the  battlefield  and  are  performed  with  assets 
and  by  personnel  that  are  organic  to  the  FSC.  The  timing  of  general  supply  management 
and  of  Class  I  management  are  heavily  dependent  on  the  tactical  situation  and  logistical 
awareness— a  critical  responsibility  since  there  are  smaller  stoclq)iles  of  supplies  for 
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flexibility.  The  support  operations  officer  must  maintain  accurate  awareness  to 
coordinate  and  manage  a  responsive  distribution  pipeline. 

Other  elements  of  sustainment,  such  as  health  services,  and  laundry  and  bath 
services,  require  situational  logistical  planning  and  coordination  by  the  support 
operations  officer.  Since  soldiers  outside  of  the  FSC  perform  these  missions,  the  support 
operations  officer  must  be  the  subject  matter  expert  for  the  FSC  on  these  areas.  He  must 
integrate  this  support  into  the  mission  with  little  or  no  impact  on  competing  resources 
required  to  do  the  daily  FSC  mission. 

Summary  of  Tactical  Logistics  Functinns 

The  background  comparison  of  the  AOE  and  Force  XXI  systems  provided  an 
overview  of  the  multifimctional  logistics  responsibilities  of  the  support  operations  officer 
in  the  FSC.  This  comparison  suggested  that  CSS  operations  in  Force  XXI  required  a 
liwtenant  who  understands  multifunctional  logistics  and  is  able  to  use  automation 
systems  to  maintain  a  situation  awareness  that  produces  anticipatory  logistics  instead  of 
reactionary  logistics.  The  importance  of  the  FSC  support  operations  officer’s 
understanding  of  the  tactical  logistics  fimctions  within  the  responsibilities  identified  in 
the  TSP  and  the  skills  and  knowledge  required  to  use  the  automation  enablers  was 
analyzed.  The  identification  of  the  SKBs  required  for  the  FSC  support  operations  officer 
to  perform  his  duties  was  the  result  of  the  analysis  of  this  background  information. 

Itesired  SKBs  of  the  FSC  Support  Operations  Officer 
A  list  of  SKBs  was  developed  as  a  result  of  analyzing  the  secondary  data  used  to 
deyelop  the  background  of  Force  XXI  logistics.  The  following  list  of  SKBs  represents 
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common  attributes  and  skills  identified  during  the  review  of  the  secondary  data  that  are 
important  for  the  FSC  support  operations  officer  to  successfully  perform  his  duties: 

1 .  Understand  the  automation  integration  in  order  to  maintain  situation  awareness 
and  disseminate  pertinent  digital  information  to  FSC  elements  and  the  FSB; 

2.  Possess  the  technical  proficiency  to  operate  the  automation  systems  for  CSS 
awareness  (CSSCS/FBCB2); 

3.  Understand  the  imique  and  general  aspects  of  the  different  distribution  systems 
and  what  impact  they  have  on  each  other  in  relations  to  synchronization  of 

LOGP  AC/Tailgate  operations; 

4.  Analyze  LOG  SITREPs  and  identify  specified  plus  implied  tasks  from 
maneuver  and  FSB  orders  or  requests  to  perform  anticipatory  logistics  management; 

5.  Possess  the  skills  required  to  coordinate  and  synchronize  logistics  support  with 
key  personnel  in  the  maneuvo’  battalion  and  FSB; 

6.  Understand  the  tactical  logistics  functions  at  brigade  level  to  enhance  the 
support  operations  ofrica’*s  ability  to  poform  anticipatory  logistics;  and 

7.  Understand  the  tactical  logistics  functions  at  division  level  to 
enhance  the  support  operations  officer’s  ability  to  perform  anticipatory  logistics. 

This  list  of  SKBs  was  essential  to  the  professional  development  plan  that  was 
drafted  as  part  of  this  study  to  develop  CSS  lieutenants  to  serve  as  FSC  support 
operations  officers.  The  desired  SKBs  of  the  support  operations  officer  were  employed 
in  a  survey  of  SMEs  to  assist  in  the  design  of  the  professional  development  plan.  The 
professional  development  plan  was  designed  using  Kotter’s  eight-stage  process  of  change 
as  a  guide  and  incorporated  the  Army’s  leader  development  system. 
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The  FSC  Support  Operations  Officer  Professional  Development  Plan 
As  a  result  of  this  study,  a  FSC  Support  Operations  Officer  Professional 
Development  Plan  was  drafted  identifying  the  framework  that  can  be  refined  by 
institutional  and  operational  CSS  leaders.  The  professional  development  plan  can  be 
tailored  to  the  individual  lieutenant’s  and  the  organization’s  needs  by  the  operational 
leader  as  required.  The  institution  serves  as  the  lead  agency  in  developing  and  updating 
the  plan,  while  the  operational  leader  implements  the  plan  in  a  tailored  fashion  to  train  the 
individual  lieutenant  in  the  desired  SKBs.  The  plan  used  Kotter’s  eight-stage  process  of 
change  as  a  guide.  The  plan  also  incorporated  the  Army  leader  development  system  as 
the  method  of  training.  A  lieutenant  will  most  likely  become  the  FSC  support  operations 
officer  between  his  second  and  third  year  of  service.  In  order  to  prepare  the  lieutenant  to 
be  a  support  operations  officer  in  this  short  period  of  time,  the  Army’s  three-pillar 
approach  to  leader  development  must  be  carefully  managed.  To  assist  in  the  management 
process  of  training  the  liwtenant,  a  systematic  iqiproach  to  the  overall  professional 
development  plan  was  required. 

Kotter’s  Eight-Stage  Process  of  Change 

Kotter  identified  an  eight-stage  process  to  successfiilly  produce  change  based  on 
eight  common  errors  that  he  observed  in  his  experience  as  a  consultant  and  as  a  Professor 
of  Leadership  at  Harvard  Business  School  (Kotter  1996, 20). 

1 .  Establishing  a  sense  of  urgency. 

2.  Creating  the  guiding  coalition. 

3.  Developing  a  vision  and  strategy. 

4.  Communicating  the  change  vision. 
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5.  Empowering  broad-based  action. 

6.  Generating  short-term  wins. 

7.  Consolidating  gains  and  produdng  more  changes. 

8.  Anchoring  new  approaches  in  the  culture. 

The  first  four  steps  in  the  transformation  process  help  defrost  a  hardened  status 
quo.  If  change  were  easy,  you  wouldn’t  need  all  that  effort.  Phases  five  to  seven 
Aen  introduced  many  new  practices.  The  last  stage  grounds  the  changes  in  the 
corporate  culture  and  helps  them  stick.  (Kotter  1996, 22) 

Overview  of  the  Army  Leader  Development  System 

"Army  leaders  gain  their  skills,  knowledge,  and  behaviors  (SKBs)  through  a 

combination  of  schooling,  assignments,  and  self-development”  (DA  PAM  350-58  1994, 

3).  The  Army  leado*  development  system  teaches  officers  the  skills  needed  to  perform  in 

their  current  assignment  and  develops  them  to  assume  higher  levels  of  responsibility 

(Craig  1998,  L7-4).  The  current  Army  leader  development  system,  designed  in  1987, 

consists  of  three  pillars:  institutional  training  and  education,  operational  assignments, 

and  self-development. 

Institutional  Training  and  Education 

Institutional  training  and  education  provides  the  foundation  for  leader 
development.  It  is  a  foundation  on  which  unit  commanders  and  supervisors  can 
build,  mold,  and  shape  leaders  and  on  which  the  developing  leaders  can  base  their 
self-development.  (DA  PAM  350-58  1994,  19) 

fristitutional  training  normally  occurs  as  a  precursor  to  an  operational  assignment 
at  a  new  level  of  res^nsibility.  Officer  basic  course  (OBC)  develops  a  lieutenant  for  his 
initial  operational  assignment  for  his  particular  branch.  For  CSS  officers,  OBC  prepares 
the  lieutenant  for  a  functional  platoon  leader  position.  As  the  lieutenant  reaches  four 
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years  of  service,  he  can  ^ect  to  be  promoted  to  captain  and  attend  the  offico*  advanced 
course  (OAC).  CSS  captains  attend  the  Combined  Logistics  Officer  Advanced  Course 
(CLOAC)  which  prepares  captains  to  serve  as  company  conunanders  and  multifunctional 
logistics  staff  officers  at  battalion  and  brigade  level.  CLOAC  also  provides  the 
institutional  training  that  is  consistent  with  the  responsibilities  required  by  the  FSC 
support  operations  officer. 

Force  XXI  moves  management  functions  that  were  associated  with  the  FSB  in 
support  of  a  maneuver  brigade  to  the  FSC  in  support  of  a  maneuver  battalion  (CASCOM 
1998, 16-17).  This  shift  in  responsibilities  requires  the  FSC  support  operations  officer  to 
have  SKBs  normally  not  mastered  until  reaching  the  rank  of  captain  or  a  major  serving  in 
the  FSB.  Since  the  lieutenant  will  not  have  the  opportunity  to  attend  CLOAC  prior  to 
serving  as  the  FSC  support  operations  officer,  an  alternate  means  of  developing  the  SKBs 
required  fiir  this  position  must  be  proposed.  This  study  analyzed  alternative  institutional 
training  methods  combined  with  op^ational,  and  self-development  initiatives  to  develop 
the  CSS  lieutenant  in  the  desired  SKBs. 

Operational  Assignments 

Opei^onal  assignments  should  place  leaders  in  positions  that  enhance  SKBs 
acquired  during  institutional  training  and  education.  Repetitive  performance  of 
duty  position  requirements  (practice)  refines  skills,  broadens  knowledge,  and 
^pes  behavior~and  possibly  attitudes.  During  op^ational  assignments,  leaders 
gain  the  experience  needed  for  more  complmc  and  higher-level  assignments  (DA 
PAM  350-58  1994, 25) 

Commanders  provide  leader  development  opportunities  by  making  deliberate 
d^isions  to  assign  officers  to  a  variety  of  duty  portions  as  well  as  additional  duties 
within  the  organization.  “Even  if  conunanders  do  nothing  to  consciously  shape 
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subordinate  leadership  growth,  the  operational  environment  provides  the  experience  for 
leaders  to  learn  and  adequately  perform  their  duties”  (Crmg  1998,  L7-4).  However, 
commanders  and  supervisors  at  all  levels  have  an  inherent  responsibility  to  develop 
subordinates  to  progress  to  the  next  level  of  responsibility.  Commanders,  who 
understand  their  responsibility  in  leader  development  and  the  advantage  the  operational 
setting  provides  for  realism,  will  have  the  greatest  influence  on  the  development  of 
subordinate  officers  ^ransford  1998,  8). 

Operational  assignments  normally  provide  the  "on-the-job”  training  opportunities 
that  oftm  cannot  be  duplicated  in  an  institutional  environment.  Commanders  that  take 
advantage  of  these  opportunities  by  incorporating  leader  development  with  collective 
training  are  able  to  produce  confident,  competent  leaders  and  mission-ready  units. 
Battalion  leader  development  programs  are  essential  to  developing  junior  leaders  to 
assume  the  next  level  of  re^onsibility  in  the  near  term.  Battalion  leader  development 
programs  that  use  a  certification  program  can  instill  pride  and  self-confidence  as  well  as 
be  used  as  a  tool  for  the  selection  and  assignment  of  leaders  (Craig  1998,  L7-12  and  L7- 
13).  A  diallenging  leadership  development  program  that  uses  certifications  to  link  future 
assignment  possibilities  is  an  excellent  tool  to  motivate  officers  in  self-development. 
Self-Development 

Self-development  programs  should  be  tailored  to  meet  changes  in  the 
environment,  the  unique  status  of  organization  missions,  and  the  individual’s 
development  needs  and  professional  interests.  The  concept  of  self-development 
places  responsibility  squarely  on  the  leader  to  do  his  share  to  attain  and  sustain 
competency.  Every  le^er  is  responsible  for  his  own  professional  development. 
(DA  PAM  350-58  1994, 34) 
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Self-developmoit  is  a  continuous  process  that  requires  an  officer  to  be  a  student 
of  his  profession.  Leaders  can  use  formal  educational  means,  such  as  Army 
correspondmce  courses  and  civilian  education  classes,  to  maintain  or  develop  new  SKBs. 
Professional  reading  to  maintain  currency  in  a  leader’s  particular  specialty  is  an  excellent 
self^evelopment  tool  that  can  be  structured  within  the  battalion  leader  development 
program.  Being  accountable  to  a  mentor  in  one’s  self-development  program  promotes 
self-discipline  and  assures  success.  When  a  relationship  exists  between  the  battalion 
leader  development  program  and  the  self-development  responsibilities  of  the  individual 
leader,  both  pillars  of  leador  development  become  stronger.  A  strong  leader  development 
model  that  intertwines  institutional,  operational,  and  self-development  pillars  to  support  a 
well-conceived  professional  development  plan  is  required  to  train  CSS  lieutenants  to 
serve  as  FSC  support  operations  officers. 

Designing  the  Professional  Development  Plan 
As  a  result  of  this  research,  a  FSC  Support  Operations  Officer  Professional 
Development  Plan  was  drafted  (Appendix  B)  to  provide  the  framework  in  preparing  the 
CSS  lieutenant  to  serve  as  the  support  operations  officer.  The  plan  used  Kotter’s  dght- 
stage  process  of  creating  change  as  a  format  to  capture  how  the  three  pillars  of  the  Army 
lead^  development  model  can  be  employed  to  train  the  FSC  support  operations  officer  in 
the  desired  SKBs.  The  importance  of  the  SKBs,  identified  by  the  researcher,  was 
prioritized  using  a  survey  of  SMEs.  This  survey  also  suggested  particular  manners  in 
which  to  use  the  three-pillar  approach  in  developing  the  lieutenant  professionally.  The 
intent  of  the  professional  development  plan  was  to  provide  institutional  and  operational 
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leaders  a  guide  to  refine  and  implement  the  FSC  Support  Operations  Officer  Professional 
Development  Plan. 

Summary  of  the  Thesis 

The  purpose  of  this  study  was  to  determine  whether  the  Army  needs  to  design  a 
specific  professional  development  plan  to  train  CSS  lieutenants  to  serve  as  support 
operations  office  in  the  FSC  of  the  Force  XXI  division? 

While  answering  the  research  question  above,  there  were  three  subordinate 
questions  answered  during  this  study. 

1.  Which  SKBs  are  most  important  for  the  FSC  support  operations  offico*  to 
successfully  perform  his  duties? 

2.  Which  tactical  logistics  functions  should  the  professional  development  plan 
focus  on  to  develop  the  SKBs  that  will  best  assist  the  FSC  support  operations  officer  to 
successfully  perform  his  duties? 

3.  Which  of  the  three  Army  leader  development  pillars  (institutional,  operational, 
or  self-development)  ^ould  be  used  to  as  the  primary  means  to  train  CSS  lieutenants  in 
the  desired  SKBs  before  they  serve  as  the  support  operations  officers  in  the  FSC? 

A  product  of  this  thesis  is  a  professional  development  plan  that  can  be  refined  by 
institutional  and  operational  leaders  to  develop  CSS  lieutenants  in  the  SKBs  required  to 
save  as  the  FSC  support  operations  officer. 

Scope 

The  thesis  analyzed  the  development  of  CSS  lieutenants  in  SKBs  to  perform  as  a 
support  operations  officers  in  the  FSC.  Based  on  input  fi'om  key  leaders  who  have  Force 
XXI  experience,  the  primary  question  and  subordinate  questions,  identified  above,  were 
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answered  and  ultimately  a  professional  development  plan  to  prepare  CSS  lieutenants  to 
serve  as  support  operations  officers  in  die  FSC  was  drafted. 

Limits 

This  study  only  addressed  what  SKBs  are  important  for  the  professional 
development  of  CSS  lieutenants  to  serve  as  the  support  operations  officer  in  the  FSC  and 
how  to  accomplish  this  development  task.  The  professional  development  requirements  of 
the  individual  CSS  lieutenant  to  serve  as  the  support  operations  officer  are  situation 
dependent.  This  study  addressed  this  development  issue  in  a  general  context  and  was 
based  on  several  assumptions  that  make  this  approach  easier  for  CSS  lieutenants  who 
serve  in  a  FSB  as  opposed  to  branch-detailed  officers  serving  in  the  CAB.  However,  if 
possible,  CSS  lieutenants  who  are  branch-detailed  to  the  CAB  can  gain  professionally  by 
participating  in  the  FSB's  professional  development  program  and  should  be  encouraged 
to  do  so. 

Assumptions 

This  thesis  was  based  on  several  assumptions  pertaining  to  Force  XXI  and  to 
opportunities  for  professional  development  of  CSS  lieutenants; 

1.  Desired  SKBs  for  the  support  op«ations  officer  of  the  FSC  can  be  added, 
deleted,  or  changed  after  this  study  is  completed,  and  the  concept  of  the  professional 
development  plan  will  remain  valid. 

2.  The  professional  development  plan  is  designed  assuming  the  FSC  support 
operations  officer  will  be  a  lieutenant  vdio  has  served  in  the  FSB  or  branch-detailed  to  the 
CAB  for  two  or  more  years. 

3.  The  FSC  will  be  under  tiie  command  and  control  of  the  FSB  commander. 
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4.  The  FSC  concept  will  be  implemented  in  ev^  active  duty  Army  division. 

5.  The  FSC  organization  structure,  usabilities,  and  mission  will  remain 
relatively  constant  as  it  is  identified  as  of  August  1998. 

Key  Terms 

Battle-Space.  The  physical  space  that  expands  or  contracts  in  relation  to  the 
ability  to  acquire  and  engage  the  enemy.  It  includes  the  breadth,  depth,  and  height  in 
which  the  commander  positions  and  moves  assets  over  time. 

Classification  Research.  The  process  of  sorting  a  collection  of  people  or  objects 
and  of  developing  a  set  of  categories  among  vdiich  you  divide  the  collection. 

Combat  Service  Support  The  synchronization  of  essential  fiinctions,  activities, 
and  tasks  necessary  to  sustain  soldiers  and  their  equipment  in  an  area  of  operations  that 
include,  but  is  not  limited  to,  the  support  rendered  by  a  service  support  unit  to  man,  arm, 
fuel,  fix,  move,  and  sustain  the  soldiers  and  their  equipment. 

Empirical  Research.  Denotes  observations  and  propo^ions  primarily  based  on 
sense  eiqierience  and  derived  from  such  eiqierience  by  methods  of  inductive  logic, 
including  mathematics  and  statistics. 

Functional  Area.  A  grouping  of  officers  by  career  field  other  than  designated 
branch  who  possess  an  interrelated  grouping  of  tasks  and  skills  usually  requiring 
significant  education,  training,  and  «q)erience.  Office  may  be  placed  into  only  one 
frmctional  area. 

Functional  Area  90.  A  dual-track  fiinctional  area  for  active  duty  officers, 
h^ltifunctional  logistics  officers  with  experience  in  integrating  the  fiinctions  of  supply. 
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transportation,  maintenance,  aviation  logistics,  medical  service  administration,  and  field 
services. 

Logistics.  The  provision  of  personnel,  supplies,  transportation,  equipment,  and 
othffl-  suppiMt  required  to  maintain  and  prolong  operations  or  combat  until  successful 
completion  of  the  mission. 

Multifunctional  Logistician.  A  CSS  office  whose  background  through  training 
or  eiqierience  involves  two  or  more  CSS  functions.  An  officer  who  possesses  a  FA  90 
designation  is  considered  a  multifunctional  logistician. 

Miltifimctional  Logistics.  The  combination  of  two  or  more  of  the  logistical 
functions  (supply,  transportation,  field  services,  maintenance,  aviation  logistics,  or 
medical  service  logistics). 
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CHAPTER  2 


REVffiW  OF  LITERATURE 
Introduction 

A  review  of  literature  was  conducted  to  determine,  to  date,  what  impact  Force 
XXI  logistics  had  on  the  leader  development  of  CSS  lieutenants  in  preparation  to  serve  as 
a  support  opo’ations  officers  in  the  FSC  of  the  Force  XXI  division.  The  review  of 
secondary  sources  revealed  information  pertaining  to  Force  XXI  logistics,  the  FSC 
mission,  and  the  role  of  the  FSC  support  operations  officer.  However,  very  little 
information  existed  that  discussed  how  the  Army  would  prepare  the  CSS  lieutenant  to 
assume  the  multifunctional  logistics  re^nsibilities  that  would  be  incumbent  upon  his 
position  as  the  FSC  support  operations  officer.  This  study  filled  the  void  that  existed 
between  identifying  the  support  operations  officer’s  responsibilities  and  training  a  CSS 
lieutenant  to  assume  those  responsibilities. 

Li  order  to  link  Force  XXI  logistics  initiatives  with  the  requirement  to  train  CSS 
lioitenants,  the  following  literature  review  methodology  was  used.  Secondary  data  were 
used  to  obtain  a  higho*  level  of  tmderstanding  of  Force  XXI  logistics  and  the  role  the  FSC 
plays  in  this  new  concq)t.  Next,  the  lito’ature  review  was  narrowed  to  the  support 
operations  officer’s  responsibilities,  which  prowded  the  foundation  for  developing  the 
desired  SKBs  required  for  this  study.  The  review  of  literature  continued  with  secondary 
data  that  provided  the  basis  on  which  a  professional  development  plan  to  train  CSS 
lioitenants  in  the  desired  SKBs  was  designed.  A  survey  was  used  to  collect  primary  data 
to  prioritize  the  SKBs  and  identify  the  primary  means  in  which  to  trun  the  CSS 
lieutenant.  Finally,  this  collection  of  information  was  employed  to  design  a  professional 
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development  plan  that  institutional  and  operational  CSS  leaders  can  refine  and  implement 
to  train  CSS  lieutenants  to  serve  as  the  FSC  support  operations  officer. 

While  this  study  was  being  conducted,  the  Force  XXI  division  design  was  still 
limited  to  the  4th  In&ntiy  Division  and  in  the  testing  stages  of  implementation. 
Nevertheless,  the  purpose  of  this  study  was  to  design  a  professional  development  plan  for 
CSS  lieutenants  that  would  be  used  in  the  future,  when  the  Force  XXI  division  design  is 
present  throughout  the  Army.  To  insure  the  professional  development  plan  would  remain 
relevant  in  the  feture,  proven  doctrine  and  training  systems  were  used  as  the  foundation 
of  this  study.  The  tactical  logistics  functions  were  used  to  guide  the  development  of  the 
SKBs  for  the  FSC  support  operations  officer.  The  Army  leader  development  system  was 
used  as  the  training  method.  Kotter’s  eight-stage  process  for  creating  change  served  as 
format  to  display  the  professional  development  plan.  To  accomplish  the  goals 
established  for  this  thesis,  an  incremental  literature  review  concept  was  employed. 

Concent  of  the  Literature  Review 

After  gaining  a  broad  imderstanding  of  Force  XXI  logistics  and  the 
responsibilities  of  the  FSC,  the  review  focused  on  the  problem  statement  and  the 
subordinate  problems  that  wa-e  analyzed  during  this  study.  Information  was  gathered 
and  organized  by  the  three  subordinate  problems: 

1.  Which  SKBs  are  most  important  for  the  FSC  support  operations  officer  to 
successfully  poform  his  duties? 

2.  Which  tactical  logistics  fonctions  should  the  professional  development  plan 
focus  on  to  develop  the  SKBs  that  will  best  assist  the  FSC  support  operations  officer  to 
successfully  perform  his  duties? 
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3.  Which  of  the  three  Army  leader  development  pillars  (institutional,  operational, 
or  self-development)  should  be  used  as  the  primary  means  to  train  CSS  lieutenants  in  the 
desired  SKBs  before  they  serve  as  the  support  operations  officers  in  the  FSC? 

The  three  subordinate  questions  are  interrelated;  therefore  information  was 
transferred  as  required  to  create  a  successive  flow  from  identifying  the  support  operations 
officer’s  responsibilities  to  his  development  of  the  desired  SKBs  required  to  perform  his 
duties.  The  concept  of  the  literature  review  was  to  gain  knowledge  from  a  broad 
perspective  to  more  precise  ones.  This  concept  educated  the  researcher  on  general  Force 
XXI  logistics  then  migrated  to  more  specific  information  on  the  three  subordinate 
problems  of  this  study.  The  information  gathwed  from  this  process  provided  the 
bacl^ound  in  chapter  1,  the  research  method  in  chapter  3,  and  conceptual  input  for 
chapter  4,  chapter  5,  and  appendix  B. 

Within  the  research  methodology,  a  survey  was  designed  from  the  secondary  data 
pertaining  to  the  FSC  support  operations  officer’s  responsibilities  and  the  Army  leader 
development  system.  The  primary  data  from  the  survey  established  the  relationship 
between  the  FSC  support  opo’ations  officer’s  responsibilities  and  the  Army  leader 
development  system.  This  relationship  established  the  basis  of  the  professional 
development  plan  in  appendix  B. 

Figure  3  depicts  the  concept  of  the  literature  review.  There  are  four  purpose 
subsets  aligned  with  the  sources  used  to  gatiier  information  for  that  subset. 
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CONCEPT  OF  LITERATURE  REVIEW 


PURPOSE 


UNIXRSTAND 

FORCE  x?a 

LOGISnCSAND 

FSChASSION 

IDEMIIFY  SPT  CXTTCER 

RESPONSmiUTIES  AND 
CREATESKBt 

UNimSTAND  ARMY 
LEADER  1KVEL(X>MENT 
SYSTEM  TD  DESIGN 
FRCOESSIONAL 
KVELGR^fENTITANFOR 
CSSUEinENANTS 

S\e  SURVEY 

-FERIOtXCALS 
-PATE’S  STUDY 
•CASCXX^BRIEF 
-FORCE  XXI 

oc»«wrFc»css 

-PALMER’S  STUDY 

•PALKBR’S  STUDY 
•FSCIKAFTTSP 
‘CPiSoauimxama 
BRIEFS 

-SFTOPSHANISOCK 

-FKIIOO-S 

•DAPAM3S0-58 
-FM  22-100 
-PAIACR’S  STUDY 
-BRANSFORD  ARTICLE 
-  CRAIG  ARTTOLE 
-LEAIXNGCHAN^ 

•BASIC  RE^RCH 
KCIHODS 

-SURVEYRESEARCH 

METIKX)S 

•  ASKING  QUESnONS 

SOURCE 


Figure  3 


Force  XXI  Logistics  and  the  FSC 

Periodicals,  Army  Logistician,  QuartermasUr  Professional  Bulletin,  and 
Transpotrtatian  Professioruil  Bulletin  provided  the  best  sources  for  broad  and  conceptual 
information  on  Force  XXI  logistics.  Additionally,  a  monograph  by  MAJ  Steve  Pate, 
CSS  Operations  in  Support  of  Force  XXI  Division  Redesign;  A  Bridge  to  the  Future  or 
Before  its  Time”  provided  a  general  understanding  of  Force  XXI  logistics  by  comparing 
Force  XXI  and  the  AOE  systems  using  the  six  tactical  logistics  fonctions.  P^odicals 
and  papers  provided  an  understanding  that  the  Army’s  logistics  goal  for  Force  XXI  was 
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to  oihance  efficiency,  despite  limited  resources,  through  technology  in  order  to  maintain 
effectiveness.  Next,  a  more  thorough  understanding  of  the  FSC  mission  was  required. 
Two  particular  sources  wo’e  instrumental  to  understanding  the  logistical  impact  of  the 
FSC  in  the  Force  XXI  di\ision  design. 

Force  XXI  Division  Concept  for  Combat  Service  Support  Operations 

Summary 

This  handbook,  dated  IS  May  1998,  provided  the  best  conceptual  information  for 
division  CSS  operations  in  Force  XXL  This  source  provided  organizational  structure  and 
an  overview  of  responsibilities  for  each  logistics  unit  in  the  division  to  company  level.  It 
also  summarized  CSS  operations  to  include  the  impact  of  automation  enablers  for  each 
tactical  logistics  function.  Although  similar  information  was  available  in  different  studies 
and  periodicals  this  document  was  an  excellent  single  source  for  this  study  and  was 
particularly  pertinent  in  several  areas. 

Relevance 

This  handbook  was  used  to  provide  the  FSC  background  information  for 
organization  structure  and  mission  responsibilities.  Since  this  document  addressed  every 
logistical  organization  in  the  division  it  was  broad  in  nature  and  only  a  small  portion 
addressed  the  FSC  specifically.  Nevertheless,  a  concise  description  of  the  command  and 
control  flexibility  the  FSC  provides  to  the  FSB  commander  to  logistically  influence  the 
battle  was  informative.  To  logistically  influence  the  battlefield,  the  FSB  commander 
relies  heavily  on  the  SKBs  that  his  support  operations  officers  in  the  FSB  and  FSCs 
possess.  Additionally,  since  this  source  was  dated  15  May  1998  it  was  used  to  confirm 
the  curraicy  of  information  obtained  from  earlier  dated  sources. 
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“CASCOM  FSC  Overview  Brief’ 


Summary 

The  “CASCOM  FSC”  OvCTview  Brief  addressed  general  conceptual  information 
pertaining  to  the  FSC’s  responsibilities.  Command  and  control,  situation  awareness 
through  automation  enablers,  and  the  movement  of  FSB  responsibilities  to  the  FSC  were 
discussed  in  this  document.  This  brief  took  place  in  January  1998  and  assessed  the 
rationale  of  the  FSC  as  a  part  of  the  FSB  as  opposed  to  the  maneuver  battalion. 

&ihanced  CSS  flexibility,  \^ch  relies  on  massing  capabilities,  back-up  support,  and 
cross-leveling  assets  was  a  primary  argument  for  the  FSC  to  be  under  the  FSB  control 
(CASCOM  Overview  1998, 26).  Additionally  the  argument  was  presented  that  this 
would  allow  the  combat  arms  battalion  (CAB)  commander  to  focus  on  the  warfighting 
effort  and  logisticians  to  focus  on  CSS.  The  CASCOM  brief  also  presented  an  excellent 
picture  that  demonstrated  exactly  how  situation  awareness  allows  logistics  management 
fonctions  to  be  performed  in  the  FSC  as  opposed  to  the  FSB  in  order  to  accomplish 
precision  logistics. 

Relevance 

The  CASCOM  brief  had  significant  relevance  to  this  study  because  it  not  only 
summarized  the  FSC’s  responsibilities  but  it  also  transitioned  the  FSC  responsibilities  to 
the  support  operations  officer’s  responsibilities.  The  “Management  Migration”  chart 
from  this  brief  which  d^icted  the  movement  of  logistics  fonctions  forward  from  the  FSB 
to  the  FSC  supported  the  rationale  that  the  SKBs  required  of  the  FSC  support  operations 
officer  were  in  essence  SKBs  that  the  Army  e}q)ects  of  senior  captains  and  majors.  This 
argument  was  the  foundation  that  a  requirement  existed  to  design  a  professional 
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development  plan  in  order  to  prepare  a  CSS  lieutenant  for  responsibilities  that  are 
traditionally  expected  of  more  senior  CSS  officers. 

Support  Operadons  OfficCT’s  Responsibilities  and  SKBs 
Once  an  understanding  of  Force  XXI  logistics  and  the  responsibilities  of  the  FSC 
were  established,  the  focus  was  narrowed  to  the  support  operations  officer’s 
responsibilities.  The  support  operations  officer’s  responsibilities  were  used  as  a  baseline 
for  the  development  of  the  SKBs  that  would  be  analyzed  in  this  study.  The  researcher 
subjectively  assessed  the  responsibilities  taken  from  a  draft  CASCOM  Training  Support 
Plan  (TSP)  and  the  tactical  logistics  fiinctions,  in  relations  to  the  FSC  mission,  to  develop 
the  SKBs.  Using  this  assessment  insured  a  thorough  and  proven  means  of  evaluation. 
Several  particular  sources  were  instrumental  to  understanding  the  support  operations 
officer’s  responsibilities  and  how  they  would  form  the  desired  SKBs. 

“A  Study  to  Identify  Critical  Tasks  and  Develop  a  Training  and  Development 
Plan  for  the  Forward  Support  Company  Commander  Portion” 

Summary 

Rodney  Palmer’s  thesis,  “A  Study  to  Identify  Critical  Tasks  and  Develop  a 
Trmning  and  Development  Plan  for  the  Forward  Support  Company  Commander 
Portion,”  analyzed  a  draft  CASCOM  Training  Support  Plan  (TSP)  for  the  FSC  that 
subdivided  the  CSS  re^nsibilities  into  five  tactical  logistics  fiinctions.  Palmer’s  study 
focused  on  the  FSC  commander’s  responsibilities,  which  encompassed  the  support 
operations  officer’s  responsibilities.  Palmer  used  the  TSP  to  develop  a  FSC  commander 
oitical  tasks  list.  This  oritical  task  list  was  then  compared  to  the  program  of  instruction 
(POl)  of  the  Combined  Logistics  Officer  Advanced  Course  (CLOAC)  to  determine  if  the 
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POI  provided  the  institutional  training  to  prepare  the  CSS  officer  to  command  the  FSC. 
His  analysis  showed  that  the  course  addressed  70  percent  of  the  critical  tasks  and  that  the 
captain  would  have  to  receive  additional  training  to  be  most  effective  as  the  FSC 
commander.  Two  of  the  three  primary  short&lls  identified  (knowledge  of  automation 
enablers,  particularly  FBCB2,  and  LOGPAC  operations)  were  directly  related  to  the 
support  operations  office’s  responsibilities. 

Relevance 

Besides  the  parallel  between  Palmer’s  research  and  this  study.  Palmer’s  study 
provided  a  thorough  source  of  information  for  responsibilities  and  training  requirements. 
This  source  was  used  to  capture  the  support  operations  officer’s  tasks  from  the  TSP  and 
the  FSC  commander’s  critical  task  list.  Palmer’s  study  concluded  that  the  FSC 
commander  required  additional  training  to  successfully  perform  his  duties.  The  support 
operations  officer,  who  will  not  attend  CLOAC  prior  to  assuming  this  position,  is 
expected  to  serve  as  the  primary  logistics  coordinator  or  synchronizer  for  the  FSC.  This 
training  challenge  leads  directly  to  the  primary  question  of  this  thesis.  Does  the  Army 
need  to  design  a  specific  professional  development  plan  to  train  CSS  lieutenants  to  serve 
as  support  opoiations  officers  in  the  FSC?  One  of  Palmer’s  recommendations  was  that  a 
study  determining  the  best  method  to  train  the  FSC  support  operations  officer  be 
conducted. 

‘^Quartermaster  XXI  Ovwview  Brief’ 

Summary 

The  “Quartermaster  XXI  Overview  Brief’  provided  concise  information  that 
compared  the  AOE  logistics  systems  with  the  Force  XXI  logistics  systems  in  the  fuel  and 
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sustain  tactical  logistics  fiinctions.  These  charts  highlighted  the  differences  between  the 
two  systems  then  identified  risks  and  enablers  of  the  Force  XXI  ^sterns.  The  highlights 
included  the  importance  of  situation  awareness  in  performing  anticipatory  logistics,  and 
that  a  distribution-based  system  replaces  a  supply-based  system. 

Relevance 

These  briefing  charts  were  usefiil  because  they  highlighted  the  specific 
differences  in  Force  XXI  fuel  and  sustain  tactical  logistics  fiinctions  when  compared  to 
these  functions  in  the  AOE.  This  information  was  beneficial  in  developing  the  FSC 
support  operations  officer  SKBs.  The  understanding  of  these  logistics  functions  will 
directly  impact  the  support  operations  officer’s  ability  to  perform  anticipatory  logistics 
and  synchronize  LOGPAC  operations.  The  information  pertaining  to  the  tactical  logistics 
functions  was  also  employed  in  the  SME  survey  to  enhance  the  focus  of  the  professional 
development  plan. 

“Ordnance  XXI  Overview  Brief’ 

Summary 

This  source  rendered  concise  information  that  con^iared  the  AOE  and  the  Force 
XXI  tactical  logistics  functions  of  arm  and  fix.  These  charts  highlighted  the  differences 
between  the  two  systems  then  identified  risks  and  enablers  of  the  Force  XXI  ^sterns. 
Highlights  included  the  importance  of  situation  awareness  in  order  to  poform 
anticipatory  logistics,  and  specific  equipment  upgrades  that  affect  the  CL  V  distribution 
system  and  tactical  field  maintenance  operations. 
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Relevance 


The  information  from  this  brief  was  useful  in  developing  the  FSC  support 
operations  officer  SKBs.  The  understanding  of  these  tactical  logistics  functions  will 
directly  impact  the  support  operations  officer’s  ability  to  perform  anticipatory  logistics 
and  S3mchronize  ATP  and  maintenance  support  operations.  Information  related  to  arming 
and  fixing  was  also  en^loyed  in  the  SME  survey  to  oihance  the  focus  of  the  profos^onal 
development  plan. 

“Transportation  XXI  Overview  Brief’ 

Summary 

These  charts  highlighted  the  differences  between  the  AOE  and  Force  XXI  tactical 
logistics  function  of  move.  Risks  and  enablers  of  the  Force  XXI  systems  were  identified. 
Ifighlights  included  the  importance  of  situation  awareness  in  order  to  perform 
anticipatory  logistics,  and  the  heavy  reliance  of  throughput  distribution. 

Relevance 

The  information  from  this  brief  was  useful  in  developing  the  FSC  support 
operations  officer  SKBs.  The  understanding  of  this  tactical  logistics  fonction  will 
directly  impact  the  support  operations  officer’s  ability  to  perform  anticipatory  logistics 
and  coordinate  the  battlefield  distribution  of  all  classes  of  supplies  (-CL  VHI). 

Information  related  to  this  tactical  logistics  function  was  also  employed  in  the  SME 
survey  to  enhance  the  focus  of  the  professional  development  plan. 

The  FSC  Support  Operatiorrs  Officer  Professional  Develnpmp.nt  Plan 

The  review  of  literature  continued  with  the  collection  of  information  that  served 
as  the  basis  in  designing  a  professional  development  plan  for  CSS  lieutenants.  To  insure 
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the  professional  development  plan  would  remain  relevant  in  the  fiiture  and  consistent 
with  Army  training  doctrine,  the  Army  leader  development  system  was  incorporated  as 
the  training  method  in  the  FSC  Support  Operations  Officer  Professional  Development 
Plan.  DA  PAM  350-58  was  the  primary  source  used  to  learn  how  the  Army  leader 
development  system  was  designed.  Articles  from  periodicals  desoibed  how  to  maximize 
the  operational  and  self-development  aspects  of  the  Army  leader  development  system. 
Kotter’s  dght-stage  process  of  change  was  used  as  a  blueprint  to  defeat  resistance  and 
obstacles  expected  with  a  diange  of  this  magnitude.  Three  particular  sources  were 
instrumental  to  understanding  the  Army  leader  development  system  and  designing  the 
professional  development  plan  in  ^pendix  B. 

DA  PAM  350-58,  Leader  Development  for  America ’s  Army 

Summary 

The  DA  PAM  350-58  outlined  Army  leado*  development  doctrine.  This 
publication  described  the  leadw  development  ^st«n  in  terms  of  principles,  imperatives, 
responsibilities,  and  a  process  that  centered  on  a  three-pillar  model  that  serves  as  the 
foundation  of  the  system.  The  three  pillars  (institutional,  operational,  and  self¬ 
development)  guide  the  development  of  leaders  in  SKBs  in  a  progressive  manner  to 
prepare  leaders  for  increased  levels  of  responsibility.  The  Army  leader  development 
system  iq;)plies  to  officers,  warrant  officers,  non-commissioned  officers  and  DA  civilians 
in  the  active  and  reserve  components  of  the  Army. 

Relevance 

DA  PAM  350-58  was  the  primary  source  used  to  understand  the  Army  leader 
development  system  and  how  to  dengn  the  training  method  of  the  FSC  Supptxt 
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Operations  Officer  Professional  Development  Plan.  After  gaining  a  bett^  understanding 
of  the  leader  development  ^stem,  desired  SKBs  for  the  support  operations  officer  were 
developed  to  enhance  the  professional  development  plan.  Use  of  the  three-pillar  model 
was  influenced  by  surveying  SMEs  in  the  most  effective  way  to  train  CSS  lieutenants  in 
the  desired  SKBs. 

“Designing  a  Battalion  Leadership  Development  Program;  Theory  and  Practice” 
Summary 

Major  Donald  M.  Craig’s*  “Designing  a  Battalion  Leadership  Development 
Program:  Theory  and  Practice,”  identified  methods  for  using  the  Army  leader 
development  model  to  develop  leaders  in  the  qualities  found  in  the  new  1999  FM  22-100, 
Army  Leader^ip.  This  article  focused  on  the  individual  leader  responsibilities  for  self¬ 
development  and  for  development  of  subordinate  leaders  in  an  operational  setting.  The 
author  suggests  that  a  battalion  commander  can  use  portions  of  the  model  to  weate  a 
conqirehensive  leado-ship  development  program. 

Relevance 

This  source  was  useful  in  designing  the  FSC  Support  Operations  Officer 
Professional  Development  Plan.  Craig  suggested  battalion  commanders  employ  a 
comprehensive  leadw  development  program  that  combines  self-development  and 
operational  training.  The  program  must  be  focused  on  the  unit  mission  and  the  individual 
leader  s  needs.  Goals  established  and  objectives  required  to  achieve  these  goals  must  be 
identified.  Finally,  a  method  to  train  the  leader  in  that  specific  area  must  be 
di^inguished.  Craig  further  recommends  a  certification  program  be  used  to  manage  the 
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leader’s  development.  These  recommendations  were  important  considerations  for 
designing  the  FSC  Support  Operations  Officer  Professional  Development  Plan. 

Leading  Chmge 

Summary 

John  Kotter’s  book  i»x>vided  a  systematic  approach  for  organizations  to 
implement  major  change  initiatives.  Ifis  eight-stage  process  was  a  result  of  his 
e9q)erience  as  a  consultant  and  Professor  of  Leadership  at  Harvard  Business  School.  He 
emphasized  the  importance  of  changing  individual  behavior  and  the  organizational 
culture  to  stimulate  chaise  by  individual  initiative  and  organizational  teamwork. 
Kotter’s  eight-stage  process  below  combines  thoroughness  and  flexibility  to  successfully 
implement  change. 

1.  Establishing  a  sense  of  urgency. 

2.  Creating  the  guiding  coalition. 

3.  Developing  a  vision  and  strategy. 

4.  Communicating  the  change  vision. 

5.  Empowering  broad-based  action. 

6.  Gaierating  short-term  wins. 

7.  Consolidating  gains  and  producing  more  changes. 

8.  Anchoring  new  iq)proaches  in  the  culture. 

Relevance 

Kotter’s  dght-stage  process  of  oreating  change  served  as  the  framework  for  the 
FSC  Support  Opoations  Officer  Professional  Development  Plan  in  appendix  B.  Within 
appendix  B,  Kotter’s  views  were  portrayed  in  a  general  form  then  this  information  was 
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adapted  to  the  FSC  Support  Operations  Officer  Profession  Development  Plan 
Institutional  and  operational  leaders  must  refine  the  plan  produced  from  this  study  to 
meet  intent  of  Kotter’s  model. 

Development  of  the  Research  Method 
The  review  of  literature  identified  Force  XXI  logistics  systems,  the 
responsibilities  of  the  FSC  and  the  support  operations  officer,  and  how  the  Army  leader 
development  system  could  be  used  as  the  training  model  when  designing  a  professional 
development  plan.  A  research  method  that  included  a  survey  was  then  developed. 
Several  sources  w^e  used  to  formulate  the  research  method.  One  book  by  Julian  Simon 
provided  an  understanding  of  the  diff^ent  methods  available  to  the  researcher.  The 
survey  given  to  SMEs  was  also  a  source  of  information  used  in  this  study. 

Basic  Research  Methods  in  Social  Sciences 

Summary 

Julian  Simon’s,  Basic  Research  Methods  in  Social  Sciences,  described  empirical 
research  methods  available  to  researchers  and  emphasized  how  to  plan  and  design 
research.  £nq)irical  research  is  based  on  observations  and  experience  or  it  can  be  derived 
from  methods  of  inductive  logic,  such  as  statistics  (Dictionary  of  Statistics  and 
Methodology  1993, 40).  Simon  emphasized  that  there  is  no  single  best  method  to 
investigate  a  research  problem,  but  that  a  thm’ough  plan  designed  on  sound  principles  will 
allow  the  researcho*  to  make  good  decisions.  This  book  provided  the  principles  to  malr^ 
those  dedsions. 
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Relevance 


This  book  served  as  the  principal  source  in  developing  the  survey  for  this  study. 
Based  on  the  purpose  of  this  study  and  the  &ct  that  only  one  brigade  of  a  Force  XXI 
division  existed  ^  the  time  of  this  study,  an  empirical  classification  research  method  was 
used.  This  classification  categorized  a  collection  of  data  in  very  broad  terms  for 
comparison  purposes.  The  ability  to  categorize  the  support  operations  officer’s 
re^nsibilities  in  general  terms  was  important  in  tiiat  every  support  operarions  position 
has  unique  characterisrics  depending  on  the  type  of  maneuver  battalion  (armor, 
mechanized,  light  supported,  personalities  of  leaders,  and  “local”  SOPs.)  The  similarities 
in  responsibilities  for  every  support  operations  lieutenant  were  the  focus  of  the  survey 
and  this  study.  This  survey  was  the  foundation  of  the  thesis  and  will  be  discussed  in 
more  detail  in  chapter  4. 

Developing  the  FSC  Support  Operations  Officer  Survey  of  SMEs 

Summary 

An  eighteen-officer  sample  population  (56  percent  of  the  total  identified 
population)  consisting  of  ten  combat  arms  (CA)  and  eight  combat  service  support  (CSS) 
officers  provided  data  pertaining  to  the  research  question  and  the  three  subordinate 
questions  of  this  study.  These  responses  showed  patterns  of  general  consensus  in  what 
training  requirements  existed  and  how  to  train  the  CSS  lieutenant  in  these  requirements. 
Relevance 

The  SME  survey  findings  provided  primary  data  that  were  used  to  guide  the  FSC 
Support  Operations  Officer  Professional  Development  Plan  designed  in  this  study.  The 
statistically  significant  data  demonstrated  a  strong,  demogr^hically  unbiased  correlation 
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bdtween  the  SMEs  snd  the  most  important  SKBs,  tactical  logistics  functions,  and  how 
best  to  use  of  the  Army  leader  development  system.  These  findings,  coupled  with  the  89 
pwcent  agreement  that  a  specific  professional  development  plan  was  needed  to  train  CSS 
li^tenants  to  serve  as  the  FSC  support  operations  officers,  confirmed  the  justification  for 
this  study.  The  SME  survey  was  analyzed  in  depth  in  chapter  4. 

Conclusion 

The  review  of  literature  successfully  provided  the  bacl^ound  information  needed 
to  develop  a  survey  that  addressed  the  primary  and  subordinate  questions  of  this  thesis. 

To  accomplish  this  objective,  an  incremental  literature  review  concept  was  employed  to 
succinctly  collect  secondary  data  that  guided  the  study  in  preparation  for  collecting 
primary  data  through  the  SME  survey.  There  were  several  sources  of  information  that 
were  instrumental  in  the  development  of  this  study.  However,  it  was  the  combination  of 
information  from  the  secondary  sources  and  the  primary  source  (SME  survey)  which 
provided  the  focus  in  designing  a  professional  development  plan.  This  plan  must  be 
refined  by  institutional  and  operational  leaders  for  an  effective  FSC  Support  Operations 
Officer  Professional  Development  Plan  that  the  operational  leader  can  tailor  to  the 
individual  lioitenant’s  and  the  organization’s  needs. 

The  proposed  FSC  Support  Operations  Officer  Professional  Development  Plan 
(appendix  B)  was  designed  to  meet  a  requirement  that  resulted  from  the  review  of 
literature.  Secondary  data  identified  that  a  void  existed  between  the  FSC  support 
op^ations  officer’s  responsibilities  and  how  to  prepare  a  CSS  lieutenant  to  serve  in  that 
portion.  Collectively  secondary  sources  provided  the  following  essential  information 
that  established  the  foundation  on  which  this  study  was  formed. 
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1.  The  relationship  between  the  FSC  mission,  the  support  operations  officer’s 
responsibilities,  and  the  difTo'ences  between  AOE  and  Force  XXI  in  the  tactical  logistics 
functions  provided  the  foundation  for  developing  the  desired  SKBs. 

2.  How  the  Army  leader  development  system  prepares  offico^  for  future 
assignments,  using  the  three-pillar  model. 

3.  Research  identified  that  a  void  existed  between  the  support  operations  officer’s 
responsibilities  and  his  level  of  competency  in  multifunctional  logistics  to  accomplish 
these  responsibilities. 

4.  How  the  Army  leader  development  system  can  be  used  as  a  tool  to  provide  the 
training  needed  for  CSS  lieutenants  to  develop  the  SKBs  needed  to  serve  as  the  FSC 
support  operations  officer. 

5.  How  Kotter’s  eight-stage  process  can  guide  the  FSC  Support  Operations 
Officer  Professioiud  Development  Plan  to  overcome  resistance  and  obstacles. 

Based  on  the  review  of  literature,  the  above  information  was  used  to  design  the 
SME  survey  and  to  draft  the  FSC  Support  Operations  Officer  Professional  Development 
Plan  in  appendix  B. 


CHAPTERS 


RESEARCH  DESIGN 
Introduction 

The  purpose  of  this  study  was  to  determine  whether  the  Army  needs  to  design  a 
^)ecific  professional  development  plan  to  train  CSS  lieutenants  to  serve  as  support 
operations  officers  in  the  forward  support  company  (FSC)  of  the  Force  XXI  division? 
Three  subordinate  questions  wo'e  used  to  guide  this  study  through  secondary  and  primary 
data  collection. 

1.  Which  SKBs  are  most  important  for  the  FSC  support  operations  officer  to 
successfully  p^orm  his  duties? 

2.  Which  tactical  logistics  functions  should  the  professional  development  plan 
focus  on  to  develop  the  SKBs  that  will  best  assist  the  FSC  support  op^adons  officer  to 
successfully  perform  his  duties? 

3.  Which  of  the  three  Army  leader  development  pillars  (institutional,  operational, 
or  self-development)  should  be  used  as  the  primary  means  to  train  CSS  lieutenants  in  the 
desired  SKBs  before  they  serve  as  the  support  opoadons  officers  in  the  FSC? 

Research  Method 

An  empirical  descripdve  survey  research  method  was  used  to  draw  conclusions 
from  the  informadon  collected  during  this  study  (Simon  1969,  52-53).  A  classification 
methodology  was  used  to  develop  and  analyze  desired  SKBs  for  the  FSC  support 
operations  officer  using  a  survey  given  to  SMEs.  A  classification  allowed  data  to  be 
sorted  into  categories.  This  method  allowed  the  researcher  to  deal  routinely  with 
individual  cases  and  mded  in  summarization  of  differences  among  the  categories  (Simon 
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1969, 54-56).  It  was  important  to  categorize  the  responsibilities  of  the  support  operations 

officer  into  core  SKBs.  These  SKBs  remun  constant  as  opposed  to  specific 

responsibilities  that  may  wuy  depending  on  the  type  of  maneuver  battalion  (armor, 

mechanized,  light)  supported,  personalities  of  leaders,  and  **local”  SOPs. 

The  loss  of  individuality  in  a  classification  scheme  is  the  basis  of  a  persistent 
attadc  on  social  science.  The  oitic  says,  ‘TIow  can  you  talk  as  if  any  two 
different  people  in  your  survey  were  exactly  the  same?”  or  ‘TIow  can  you  lump 
together  wholesalers  in  Vermont  and  wholesalers  in  Louisiana  when  they  serve 
very  different  markets?”  The  real  question  is  whether  or  not  the  items  are  similar 
enough  for  your  purposes;  if  so,  the  classification  is  fiuitful.  (Simon  1969, 57) 

For  the  purposes  of  this  study,  the  responsibilities  of  the  FSC  support  operations 

officer  were  categorized  into  SKBs  using  the  FSC  training  support  plan  (TSP)  and  five  of 

the  six  tactical  logistics  functions  as  a  guide.  This  method  allowed  the  use  of  a 

classification  scheme  plus  insured  the  professional  development  plan,  designed  in  this 

study,  remained  relevant  even  if  ^ecific  FSC  re^nsibilities  change  in  the  ffiture.  This 

ratioiude  was  supported  when  looking  at  how  the  Army  trains  lieutenants  in  their  officer 

basic  courses.  For  example,  although  no  two  supply  platoon  leader  positions  are  alike, 

they  are  similar  enough  to  train  quartermaster  lieutenants  in  the  same  maimer  at  the 

officer  basic  course.  A  classification  scheme  facilitated  the  capture  of  unbiased 

information  that  pertmned  to  sevml  similar  yet  different  organizations.  In  all  social- 

scientific  topics  and  situations,  the  observers*  e^qieriences  and  beliefs  will  bias  his  views 

and  recommendations  in  favor  or  disfavor  of  what  he  has  seen  (Simon  1969,  86). 

Eiqieriences  are  tangible  to  the  observer  who  may  not  be  able  to  picture  an  alternative 

solution  in  his  mind.  The  classification  method  will  help  limit  the  individual  bias  of  the 

survey. 
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Secondary  Data 

As  stated  in  chapter  2,  secondary  data  were  used  to  form  a  basis  of  knowledge  on 
Force  XXI  logistics,  the  FSC  concept,  and  the  support  operations  officer’s 
responsibilities.  The  three  subordinate  problem  statements,  which  guided  this  study, 
were  established  using  the  knowledge  gained  from  the  secondary  data.  This  knowledge 
was  used  to  develop  a  survey  that  answered  the  primary  problem  statement  and  the  three 
subordinate  problem  statements. 

Primary  Data 

A  survey  saved  as  the  foundation  of  the  study.  Leaders  who  had  experience  in 
Force  XXI  were  surveyed.  The  questions  were  designed  to  provide  the  answers  needed 
for  the  classification  analysis.  The  classification  research  method  focused  the  broad 
subjective  problem  to  narrow  categories.  This  method  identified  which  SKBs  leaders 
consider  the  most  important  for  the  support  operations  officer  and  which  leader 
development  pillar  should  be  used  as  the  primary  means  to  train  CSS  lieutenants  in  these 
SKBs. 

Sample  Population 

It  was  important  for  this  study  to  have  a  sample  of  officos  who  had  eiqierience 
working  with  Force  XXI  in  some  capacity.  In  order  for  a  candidate  to  be  consido'ed  a 
SME,  he  must  have  been  involved  in  Force  XXI  redesign  in  some  capacity  while  being 
assigned  to  CAC,  CASCOh^  TRADOC,  the  4th  ID,  or  in  some  other  capacity  between 
1995  and  1998.  The  leaders  that  were  surveyed  met  at  least  one  of  these  criteria.  For  this 
survey,  the  opinions  of  combat  arms  officers  in  infantry  or  armor  branches  and  combat 
service  support  officers  in  quartermasto’,  ordnance,  or  transportation  branches  wwe 
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desired.  Office's  from  these  branches  are  likely  to  work  in  some  capacity  with  the 
support  operations  lieutenant  in  the  FSC.  A  purposive  sample  was  taken  from  the 
population  of  officers  serving  on  the  stafi^  fiiculty  or  as  a  student  of  the  Army  Command 
and  General  Staff  College  (CGSC).  A  purposive  sample  is  appropriate  vdien  the 
researcher  is  selecting  a  sample  on  the  basis  of  his  knowledge  of  the  population,  hs 
elements,  and  the  nature  of  the  research  (Babbie  1990,  97). 

Survey  Distribution 

The  421  Officer  Record  Briefs  (ORB)  in  the  above-mentioned  branches  were 
screened  and  28  of 242  combat  arms  (CA)  and  17  of  179  combat  service  support  (CSS) 
offices  were  selected  as  possibly  having  Force  XXI  expmence.  These  office's  wee  sent 
the  survey.  Thirteen  offices  (eight  CA  and  five  CSS)  replied  back  that  they  had  not 
woriced  with  Force  XXI  and  therefore  were  not  qualified  to  take  the  survey.  The  13 
officers  were  taken  out  of  the  population  reducing  the  population  to  32  officers  (20  CA 
and  12  CSS).  As  will  be  discussed  in  chapter  4,  dghteen  officers  (56  percent)  returned 
the  surveys,  ten  CA  (SO  percent)  and  eight  CSS  (66  percoit). 

Survey  Development 

The  survey  was  developed  as  the  tool  to  obtain  primary  source  information  from 
SMEs.  This  information  guided  the  design  of  the  professiomil  development  plan.  The 
survey  provided  both  qualitative  and  quantitative  data  that  could  be  analyzed  to  answer 
the  primary  question  and  the  three  subordinate  questions  of  this  study.  Specific  questions 
were  formulated,  \diich,  when  combined  and  analyzed  allowed  the  concepts  to  be 
measured  (Seymour,  Sundman,  and  Bradbum  1983,  12).  The  three  subordinate  questions 
are  sequential  and  build  on  each  other,  which  guided  the  survey  development. 
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Subquestion  One 

Which  SKBs  are  most  important  for  the  FSC  support  operations  officer  to 
successiully  perform  his  duties?  This  subordinate  question  was  developed  by  analyzing 
the  relationship  between  the  FSC  support  opo^tions  officer’s  responsibilities  identified  in 
the  trmning  support  plan  (TSP)  and  the  tactical  logistics  fiinctions.  The  purpose  of  the 
survey  was  to  prioritize  the  SKBs  required  by  the  FSC  support  operations  officer  to  be 
successful.  This  prioritization  influenced  the  design  of  the  professional  development  plan 
to  train  the  CSS  lioitenant  to  become  a  FSC  support  operations  officer.  Many  of  the 
skills  required  are  conceptual  and  require  knowledge  in  the  tactical  logistics  fiinctions  to 
influence  the  behaviors  of  the  support  operaflons  officer.  This  overall  understanding  of 
the  tactical  logistics  fiinctions  directly  led  to  the  n^  subquestion. 

Subquestion  Two 

Which  tactical  logistics  fiinctions  should  the  professional  development  plan  fiicus 
on  to  develop  the  SKBs  that  will  best  assist  the  FSC  support  operations  officer  to 
successfully  perform  his  duties?  This  subquestion  was  designed  to  guide  the  professional 
development  plan  to  meet  training  requirements  for  developing  the  SKBs.  The  support 
operations  officer’s  understanding  of  the  tactical  logistics  fiinctions  allows  him  to 
perform  anticipatory  logistics  and  react  dedsively  to  situations  (behaviors).  This 
question  prioritized  the  focus  of  the  tactical  lo^stic  fiinctions  and  influenced  the 
professional  development  plan  to  address  the  SKBs.  The  importance  of  the  tactical 
logistics  fimctions  influenced  the  means  of  training  the  CSS  lieutenant  in  the 
understanding  of  these  fiinctions  and  the  SKBs  to  be  successful. 
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Subquestion  Three 

Which  of  the  three  Army  leader  development  pillars  (institutional,  operational,  or 
self-development)  should  be  used  as  the  primary  means  to  train  CSS  lieutenants  in  the 
desired  SKBs  before  they  serve  as  the  support  operations  officers  in  the  FSC?  The 
professional  development  plan  will  be  a  combination  of  the  three  pillars;  however,  one 
will  save  as  the  primary  means  for  training.  The  survey  was  also  used  to  further  define 
how  each  pillar  should  be  used  to  train  the  SKBs.  These  questions  in  combination  with 
questions  under  the  other  sub-questions  provided  a  thorough  source  of  data  for  analysis. 

Survey  Analysis 

Once  the  data  was  collected,  it  was  analyzed  to  determine  a  leader  consensus  of 
the  primary  and  subquestions.  The  survey  responses  were  analyzed  using  a  descriptive 
classification  that  separated,  categorized  and  summarized  the  data  (Simon  1969, 333). 
This  methodology  provided  a  tool  for  objective  measurements  to  prioritize  training  and 
the  best  methods  to  train.  The  interpretation  of  the  data  analyzed  determined  the  design 
of  the  professioiud  development  plan  to  train  CSS  lieutenants  to  serve  as  support 
operations  officers  in  the  FSC.  The  analysis  of  the  survey  is  provided  in  the  next  c}uq)ter. 
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CHAPTER  4 


ANALYSIS 

Introduction 

The  analysis  of  the  primary  data  in  this  chapter  directly  influenced  the 
conclusions,  recommendations,  and  the  FSC  Support  Operations  Officer  Professional 
Development  Plan  designed  in  this  study.  The  survey  of  SMEs,  that  was  deegned  as  a 
result  of  the  research  method  described  in  chapter  3,  served  as  the  tool  to  collect  the 
primary  data.  The  survey  provided  quantitative  and  qualitative  data  for  the  analysis.  The 
analysis  and  interpretation  of  the  primary  data  was  combined  with  the  expertise  gained 
through  secondary  data  to  form  opinions  on  designing  the  professioiud  development  plan. 
The  survey  used  to  solicit  SMEs  opinions  (appendix  A)  was  designed  to  support  the 
research  question  and  three  subordinate  questions  of  this  thesis.  The  primary  data 
collected  was  summarized  and  analyzed  by  the  three  sub-problems  outlined  in  this  study. 

As  described  in  ch^ter  3,  a  purposive  sample  population  was  identified  for  this 
study.  This  technique  was  important  in  that  it  provided  first-hand  expertise  fi-om 
different  perspectives  in  answering  the  research  question,  subordinate  questions,  and 
designing  the  FSC  Support  Op^ations  Officer  Professional  Development  Plan.  A 
combination  of  combat  arms  (CA)  and  combat  service  support  (CSS)  officers  were 
identified  as  SMEs  and  asked  to  complete  the  survey.  Forty-five  &cuhy  and  shidents 
were  given  the  survey  based  on  an  officer  record  brief  (ORB)  screening.  Thirteen 
officers  replied  back  that  they  had  not  worked  with  Force  XXI  and  therefore  were  not 
qualified  to  take  the  survey.  The  thirteen  officers  were  takra  out  of  the  population 
reducing  the  population  to  thirty-two  officers  (20  CA  and  12  CSS).  Eighteen  officers  (56 


50 


percent)  returned  the  surveys,  ten  CA  (SO  percent)  and  eight  CSS  (66  percent).  As  the 
demographics  indicate,  the  sample  population  provided  a  variety  of  p^spectives. 

Demographics 

A  conscious  effort  was  made  to  obtain  a  diverse  sample  in  rank,  position  (student 
or  &culty),  and  track  (CA  or  CSS).  The  demographics  of  the  sample  are  shown  in  tables 
1  to6. 


Table  1.  Demographics  of  SMEs  by  Rank 


Frequency 

Po’cent 

MAT 

11 

61.1 

LTC 

7 

38.9 

Total 

18 

100 

Table  2.  Demogr^hics  of  SMEs  by  Position 


Frequency 

Percent 

Student 

10 

55.6 

Faculty 

8 

44.4 

Total 

18 

100 

Table  3.  D^nogr^hics  of  SMEs  by  Track 


Frequency 

Percent 

CA 

10 

55.6 

CSS 

8 

44.4 

Total 

18 

100 
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Table  4.  Cross-tabulation  Between  Rank  and  Position 


Student 

Total 

MAJ 

10 

1 

11 

LTC 

0 

7 

7 

Total 

10 

8 

18 

Table  5.  Cross-tabulation  Between  Rank  and  Track 


CA 

CSS 

Total 

MAJ 

3 

8 

11 

LTC 

7 

0 

7 

Total 

10 

8 

18 

Table  6.  Cross-tabulation  Between  Position  and  Track 


CA 

CSS 

Total 

Student 

3 

7 

10 

Faculty 

7 

1 

8 

Total 

10 

8 

18 

Analysis  of  the  Demographics 

The  frequency  and  percentage  of  the  three  demogriq)hic  charts  (Tables  1, 2,  and 
3)  are  almost  identical.  Further  analysis  using  cross-tabulation  of  the  three  areas  (Table 
4, 5  and  6)  revealed  that  a  strong  correlation  existed  between  faculty  and  lieutenant 
colonel  as  well  as  between  student  and  major.  There  were  ten  students  in  the  sample  and 
all  were  m^ors.  There  were  eight  &culty  members  in  the  sample  and  seven  were 
lieutenant  colonels.  This  correlation  was  expected  since  a  large  majority  of  Command 
and  General  Staff  Offico*  Course  students  are  majors  and  instructors  are  typically 
liwtmant  colonels.  Additionally,  all  CSS  officers  in  the  sample  were  majors,  resulting  in 
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seven  of  the  eight  CSS  majors  being  students  (88  po'cent).  The  strong  correlation 
between  these  demognq}hic  groups  did  not  result  in  significant  bias  in  the  survey 
responses.  The  Friedman  Test  was  performed  on  all  survey  questions  in  which  SMEs 
prioritized  variables.  Only  question  nine  (prioritizing  operational  methods  to  train 
liwitenante  in  the  desired  SKBs)  was  outside  a  .05  statistical  significance  measure.  The 
other  four  wo-e  well  under  .05.  This  quote  better  illustrates  how  statistically  sound  the 
results  of  these  survey  questions  are; 

The  statistical  significance  of  a  relationship  observed  in  a  set  of  sample  data,  then, 
is  always  expressed  in  terms  of  probabilities.  Significant  at  the  .05  level  (p<.05) 
simply  means  that  the  probability  of  a  relationship  as  strong  as  the  one  observed 
being  attributable  to  sampling  error  alone  is  no  more  than  5  in  100.  Put  somewhat 
diffo'ently,  if  two  variables  are  independent  of  one  another  in  the  population  and 
if  100  probability  samples  are  selected  from  that  population,  no  more  than  5  of 
those  sanq)les  should  provide  a  relationship  as  strong  as  tiie  one  observed. 

(Babbie  1990, 298) 

This  finding  was  important  in  that  a  general  consensus  was  obtained,  regardless  of 
demographic  groups,  which  detomined  what  is  important  in  relations  to  designing  the 
FSC  Support  Operations  Officer  Professional  Development  Plan.  The  Friedman  Test 
proved  that  these  results  could  not  occur  by  chance.  The  statistical  significance  for  the 
responses  to  each  survey  question  will  be  addressed  within  the  analysis  of  each  survey 
question. 

Survey  Analysis 

The  survey  was  analyzed  starting  with  the  research  question  followed  by  the  three 
subordinate  questions. 
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Research  Question 

Does  the  Army  need  to  design  a  specific  professional  development  plan  to  train 
CSS  lioitenants  to  sorve  as  support  operations  officers  in  the  FSC  of  the  Force  XXI 
division? 

Survey  Question 

Does  the  Army  need  to  design  a  specific  professional  development  plan  to  train 
CSS  lioitenants  to  serve  as  support  operations  officers  in  the  FSC  of  the  Force  XXI 
division?  (circle  answ^  or  X  next  to  answer) 

a.  Yes:  b.  No: 

Purpose  of  Survey  Question 

This  question  was  the  foundation  on  which  this  study  was  built.  The  research 
question  addressed  the  perceived  void  that  existed  between  identifying  the  support 
operations  officer’s  responsibilities  and  training  a  CSS  lieutenant  to  assume  those 
responsibilities.  Force  XXI  logistics  requires  a  lieutenant  serving  as  the  FSC  support 
op^ations  officer  to  have  SKBs  traditionally  associated  with  a  major  or  senior  raptain 
serving  as  a  forward  support  battalion  (FSB)  support  operations  officer.  The  research 
question  surveyed  the  SMEs  to  determine  if  a  specific  professional  development  plan 
must  be  designed  to  train  CSS  lieutenants  to  serve  as  FSC  support  operations  officers  or 
not. 


54 


Table  7.  SMEs  Response  to  Research  Question 


Frequency 

Percent 

Yes 

16 

88.9 

No 

2 

11.1 

Total 

18 

100 

Analysis 

An  overwhelming  89  percent  felt  that  a  specific  professional  development  plan  to 
train  CSS  lieutenants  to  s^e  as  support  operations  officers  in  the  FSC  of  the  Force  XXI 
division  must  be  designed.  The  two  SMEs  that  answered  no  were  CA  offices  saving 
on  the  &culty  with  six  months  or  less  experience  working  with  Force  XXI.  Both 
provided  qualitative  data  that  suggested  that  a  lieutenant  would  not  be  able  to  follow  a 
demanding  professioiud  development  plan.  One  SME  suggested  that  a  branch-detailed 
CSS  officer  from  the  maneuvo’  battalion  should  serve  as  the  FSC  support  operations 
officer  (a  view  commonly  expressed  by  CA  officer).  The  SME  fiirther  suggested  that  a 
two  or  three-week  institutioiud  logistics  class  should  be  provided  to  the  CSS  branch- 
detailed  officer  to  enhance  the  officers  understanding  of  logistics.  The  other  SME 
insisted  that  both  FSC  platoon  leaders  would  be  too  busy  to  undertake  a  demanding 
professional  development  plan  and  that  the  FSC  support  operations  offico’  would  just 
learn  on  the  job. 

The  other  sbrteoi  SMEs  agreed  that  some  type  of  additional  training  would  be 
required  for  a  CSS  lieutenant  in  the  FSB  or  a  CSS  lioitenant  serving  as  a  branch-detailed 
officer  in  the  numoiver  battalion  to  perform  as  the  FSC  support  operations  officer. 
Although  many  C  A  officers  felt  that  a  branch-detailed  lieutenant  would  be  the  preferred 
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choice  over  a  FSC  platoon  leader,  there  will  be  situations  when  that  is  not  possible.  The 
overwhelming  majority  of  the  SMEs  felt  that  a  specific  professional  development  plan 
must  be  implemented  if  the  FSC  support  operations  officer  will  have  a  chance  to  meet  the 
lofty  requirements  that  Force  XXI  requires.  This  challenge  requires  a  ft>cused  plan  based 
on  the  three  subordinate  questions  of  this  study. 

Subquestion  One 

Which  SKBs  are  most  important  for  the  FSC  support  operations  officer  to 
successfully  perform  his  duties? 

Survey  Question 

Prioritize  which  SKBs  are  most  important  for  the  FSC  support  operations  officer 
to  successfully  perform  his  duties.  (Number  1  to  7.  1  being  the  most  important:) 

*•  _ UndwTStand  the  automation  integration  in  order  to  maintain  situation  awareness 

and  disseminate  pertinent  digital  information  to  FSC  elements  and  the  FSB. 
b.  —  Possess  the  technical  proficiency  to  operate  the  automation  systems  for  CSS 
awareness  (CSSCS/FBCB2). 

C-  —  Undwstand  the  umque  and  general  aspects  of  the  different  distribution  systems  and 
what  impaa  they  have  on  each  other  in  relations  to  synchronization  of  LOGPAC/Tailgate 
operations. 

d.  —  Analyze  LOG  SiTREPs  and  identify  specified  phis  implied  tasks  fi'om  maneuver 
and  FSB  orders/requests  to  perform  anticipatory  logistics  managgtnent, 

6- _ Possess  the  skills  to  coordinate  and  synchronize  logistics  support  with  key 

personnel  in  the  maneuver  battalion  and  FSB. 
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£  _ Understand  the  tactical  logistics  fiinctions  at  brigade  level  to  enhance  the  support 

opoations  officer’s  ability  to  perform  anticipatory  logistics. 

g. _ Understand  the  tactical  logistics  functions  at  division  level  to  enhance  the  support 

op^afions  officer’s  ability  to  perform  anticipatory  logistics. 

Purpose  of  Survey  Question 

This  survey  question  was  presented  to  provide  direction  for  the  FSC  Suppmt 
Operations  OflScer  Professional  Development  Plan.  The  SKBs  were  based  on  analyzing 
the  responsibilities  of  the  support  operations  officer  identified  in  the  TSP.  The 
importance  of  understanding  the  tactical  logistics  fonctions  as  the  foundation  to  poform 
multifunctional  logistics  in  an  anticipatory  manner  influenced  the  development  of  the 
SKBs.  The  SKBs  were  worded  in  a  maimer  that  communicated  a  broad  purpose  affecting 
different  a^ects  of  the  support  operations  officer’s  duties.  The  data  summarized  below 
was  analyzed  as  it  pertained  to  detigning  the  professional  development  plan. 


Table  8.  Summary  of  Mean  Rank  Prioritization  of  SKBs— Lower  is  Better 


Overall 

CA 

CSS 

SKB-A 

5.2(6) 

SKB-B 

w^mssmm 

6.2(7) 

5.63  (6) 

SKB-C 

3.83  (4) 

4.1  (4) 

SKB-D 

3.5  (3)  . 

SKB-E 

1.72  (1) 

1.5(1) 

■■■EKOlIHlII 

SKB-F 

2.83  (2) 

2.7  (2) 

SKB-G 

5.22  (6) 

6.8(5) _ 

5.75  (7) 
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Analysis 


The  data  collected  presented  a  very  clear  overall  prioritization  of  the  seven 
desired  SKBs.  The  Friedman  Test  was  used  to  prioritize  these  data.  The  statistical 
significance  of  this  test  was  ^emely  good  (.000)  which  means  that  the  relationship 
between  variables  due  to  sampling  error  is  less  then  1/1,000.  This  result  provided  a 
high-confidence  level  in  using  the  overall  mean  results  as  the  priority  of  training  within 
the  desired  SKBs.  Howev^,  rince  the  sample  size  was  relatively  small,  the  prioritization 
of  the  SKBs  within  the  CA  and  CSS  samples  was  used  to  show  possible  dis^epancies. 
Using  this  data,  the  prioritization  of  the  top  four  SKBs  remained  constant  as  compared  to 
the  bottom  three  SKBs.  Considering  the  data  available,  as  summarized  in  figure  1 1,  the 
SKBs  were  subdivided  into  three  categories  of  importance. 

Priority  I 

SKB-E  (Possess  the  skills  to  coordinate  and  synchronize  logistics  support  with 
key  personnel  in  the  maneuver  battalion  and  FSB)  clearly  stood  out  as  the  most  important 
SKB  according  to  the  data  ^own  in  figure  11.  This  SKB  is  closely  associated  with 
conceptual  and  communication  leadership  skills  as  identified  in  the  new  FM  22-100, 
Army  l^ader^ip.  Which  allows  leaders  to  integrate  training  these  skills  within  other 
leader  development  programs  that  exist  in  the  FSB. 

Priority  n 

The  next  three  SKBs  (F,  D,  and  C  respectively)  were  grouped  together  in  the 
second  level  of  importance. 

1.  SKB-F:  Understand  the  tactical  logistics  functions  at  brigade  level  to  enhance 
the  support  operations  office’s  ability  to  perform  anticipatory  logistics. 
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2.  SKB-D;  Analyze  LOG  SITREPs  and  identify  specified  plus  implied  tasks 
from  maneuver  and  FSB  orders/requests  to  perform  anticipatory  logistics  management. 

3.  SKB-C:  Understand  the  unique  and  general  aspects  of  the  different 
distribution  systems  and  what  impact  they  have  on  each  other  in  relations  to 
synchronization  of  LOOP  AC/Tailgate  operations. 

Table  8  shows  that  these  three  SKBs  were  consistently  aligned  whether  viewed  by 
the  overall  mean,  CA  mean,  or  CSS  mean.  Additionally,  the  overall  means  of  these 
SKBs  are  relatively  close  in  number  (F-2.83,  D-3.28,  and  C-3.83).  The  data  in  table  8 
displayed  a  logical  separation  between  these  three  SKBs,  the  most  important  SKB  and  the 
three  least  inq)ortant  SKBs. 

These  three  SKBs  are  closely  associated  with  technical  and  tactical  leadership 
skills  as  identified  in  the  new  FM  22-100,  Army  Leadership.  To  perform  anticipatory 
logistics  requires  the  FSC  support  operations  officer  to  possess  a  thorough  understanding 
of  the  relationship  between  maneuver  and  logistics  on  the  battlefield.  These  three  SKBs 
are  related  to  many  collective  and  leader  tasks  within  the  FSC  training  support  plan 
(TSP).  The  training  requirement  for  this  type  of  imderstanding  can  be  overwhelming, 
\i(diich  dictates  that  SKB  assessments  take  place  and  training  is  tailored  to  individual 
li«itenants. 

Priority  in 

The  next  three  SKBs  (A,  G,  and  B  respectively)  can  be  grouped  together  in  the 
third  level  of  importance. 

4.  SKB-A:  Understand  the  automation  integration  in  order  to  maintain  situation 
awareness  and  disseminate  pertinent  digital  information  to  FSC  elements  and  the  FSB. 
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5.  SKB-G;  Understand  the  tactical  logistics  fiinctions  at  division  level  to  anhatirp 
the  support  operations  officer’s  ability  to  perform  anticipatory  logistics. 

6.  SKB-B;  Possess  the  technical  proficiency  to  operate  the  automation  systems 
for  CSS  awareness  (CSSCS/FBCB2). 

The  overall  means  of  these  SKBs  are  relatively  close  in  number  (A-5.17,  G-5.22, 
and  B-5.94).  Table  8  shows  that  these  three  SKBs  are  inconsistmt  in  ranking  betwera 
the  three  categories  (overall,  CA,  and  CSS)  however  they  remain  as  the  three  least 
important  in  all  three  categories.  Additionally,  When  viewing  the  data  in  table  8,  a 
logical  separation  exists  between  these  three  SKBs,  and  all  the  others. 

SKBs  A  and  B  are  closely  associated  with  technical  leadership  skills  as  identified 
in  the  new  EM  22-100,  Army  LeaderMp.  In  many  respects,  subordinates  within  the  ESC 
will  possess  a  large  portion  of  these  SKBs  since  specific  soldiers  will  operate  this 
equipment  on  a  daily  basis.  SKB-G  requires  a  well-developed  und^-standing  of  all  four 
leadership  skills  (technical,  tactical,  conceptual,  and  communication),  particularly 
conceptual.  Since  this  may  be  hard  to  develop  in  a  short  period  of  time  anrf  there  are 
several  levels  of  key  leaders  between  the  ESC  mission  and  logistics  at  the  division  level 
the  cost  benefits  may  never  be  realized. 

Summary 

The  prioritization  of  the  desired  SKBs  showed  an  extremely  high  level  of 
statistical  significance  (less  than  .001).  There  was  no  evidence  of  bias  based  on  rank, 
position  (student  or  feculty),  or  track  (CA  or  CSS).  The  ESC  Support  Operations  Officer 
Professional  Development  Plan  was  based  on  the  prioritization  displayed  below. 
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Priority  I 

1 .  SKB~Possess  the  skills  to  coordinate  and  synchronize  logistics  support  with 
key  personnel  in  the  maneuver  battalion  and  FSB. 

Priority  n 

2.  SKB— Understand  the  tactical  logistics  functions  at  brigade  level  to  enhance 
the  support  operations  officer’s  ability  to  perform  anticipatory  logistics. 

3.  SKB»Analyze  LOG  SITR^s  and  identify  specified  plus  implied  tasks  from 
maneuver  and  FSB  orders/requests  to  perform  anticipatory  logistics  management. 

4.  SKB-Undo-stand  the  unique  and  general  aspects  of  the  different  distribution 
systems  and  what  impact  they  have  on  each  other  in  relations  to  synchronization  of 
LOGPACVTailgate  op«'ations. 

Priority  HI 

5.  SKB~Understand  the  automation  integration  in  order  to  maintain  situation 
awarraess  and  disseminate  pertinent  digital  information  to  FSC  elements  and  the  FSB. 

6.  SKB— Understand  the  tactical  logistics  functions  at  division  level  to  enhance 
the  support  operations  officer’s  ability  to  perform  anticipatory  logistics. 

7.  SKB-rPossess  the  technical  proficiency  to  operate  the  automation  systems  for 
CSS  awareness  (CSSCS/E^CB2). 

The  training  requirement  to  develop  these  SKBs  can  be  overwhelming.  The  FSC 
Support  Operations  Officer  Development  Plan  requires  leaders  to  tailor  the  overall  plan 
to  meet  the  most  essential  requirements  of  each  lieutenant  who  will  serve  as  the  FSC 
support  operations  officer.  The  accelerated  time  requirements  to  develop  an  officer  with 
I^Bs  normally  associated  with  a  much  more  e}q)erienced  CSS  officer  will  not  allow  for  a 
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standardized  approach  that  is  not  personalized  to  an  individual  lieutenant’s  needs.  This 
i^proadi  must  also  consider  oth^*  factors  dictated  by  the  organization,  and  situation. 

Subquestion  Two 

Which  tactical  logistics  fimctions  should  the  professional  development  plan  focus 
on  to  develop  the  SKBs  that  will  best  assist  the  FSC  support  operations  officer  to 
successfully  perform  his  duties? 

Survey  Question 

Prioritize  which  tactical  logistics  functions  the  professional  development  plan 
should  focus  on  to  develop  the  SKBs  that  will  best  assist  the  support  operations  officer  to 
successfully  perform  his  duties  (Number  1  to  6.  1  being  the  most  imporUmt).  ffithere  is 
more  than  one  task  within  a  tactical  logistics  function,  circle  or  X  the  most  important  task 
within  that  fonction.  For  example,  which,  if  any,  would  you  consider  most  import-ant  for 

Arm? _ Ammo  distribution  system  / _ ATP  Operations  / _ SAAS  Knowledge. 

If  ATP  operations  were  your  choice,  you  would  circle  or  X  that  response. 

_ Man;  Replacement  movement 

—  Arm: Ammo  distribution  system  / ATP  operations  / SAAS  knowledgeable 

—  Fuel: _ Fuel  distribution  system  / _ Fuel  consumption  estimates  / _ Fuel 

distribution  equipment  capabilities 

—  Fhc: _ Maintenance  control  operations  / _ Conduct  tactical  field  maintenance  / 

Combat  repair  team  functions  /  Recovery  operations 

—  Move:  —  Move  supplies  and  personnel  / _ Understand  distribution  management  / 

Understand  &  operate  Movement  Tracking  System  (MTS) 
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_ Sustain: Goierai  supply  distribution  system  (LOGP AC/tailgate)  / Food  service 

opoations  / _ Water  operations  &  distribution  / _ Laundry  &  Bath  / _ Field  sanitation 

services  / _ Mortuary  affairs  operations 

Purpose  of  Survey  Question 

The  purpose  of  this  survey  question  was  to  guide  the  focus  of  the  professioiud 
development  plan  by  emphasizing  the  tactical  logistics  functions  that  were  most 
important  for  the  FSC  support  operations  officer  to  imderstand.  The  overall 
understanding  of  multifimctional  logistics  is  based  on  the  logistician’s  knowledge  of  the 
tactical  logistical  functions.  By  prioritizing  the  focus  of  understanding  these  &nctions, 
the  professional  development  plan  can  insure  that  the  essential  tactical  logistics  functions 
are  emphasized  while  training  of  the  SKBs.  This  question  also  solicited  the  SMEs 
opinion  on  tasks  within  the  tactical  logistics  functions,  in  order  to  guide  the  training  of 
each  tactical  logistics  fenction.  The  data  summarized  in  table  9  were  atudyzed  as  it 
pertained  to  detigning  the  professional  developm^  plan. 


Table  9.  Summary  of  Mean  Rank  Prioritization  of 
Tactical  Logistics  Functions-Lower  is  Better 


Overall 

CA 

css 

Man 

5  7(6) 

6  (6) 

Arm 

■BEEISIH 

2.3  (1) 

2.75  (3) 

Fuel 

2.33  (1) 

2.7  (3) 

1.88  (1) 

Fix 

maEEBsmm 

2.63  (2) 

Move 

_ _ 

3.65  (4) 

Sustain 

3.72  (4) 

*  (5) 
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Analysis 


The  data  collected  presented  an  overall  prioritization  of  the  six  tactical  logistics 
functions.  The  Friedman  Test  proved  the  statistical  significance  of  this  test  was 
extremely  good  (.000),  which  means  that  the  relationship  between  variables  due  to 
sampling  error  is  less  then  1/1,000.  This  result  provided  a  high  confidence  level  in  using 
the  overall  mean  results  as  the  priority  of  training  within  the  tactical  logistics  fii  notions 
HowevCT,  the  sample  size  was  relatively  small  and  the  overall  mean  numbers  wo-e  closer 
grouped  than  in  the  SKB  prioritization.  When  comparing  the  overall  mean  numbers  with 
those  of  the  CA  and  CSS  samples,  differences  in  priorities  were  evident.  The  top  three 
tactical  logistics  functions  (fiiel,  arm,  and  fix)  clearly  stood  out  fi'om  the  bottom  three 
(sustain,  move,  and  man);  however  the  sequence  of  the  top  three  were  different  in  the 
overall  sample,  the  CA  sample  and  the  CSS  sample.  Similarly,  of  the  bottom  three 
tactical  logistics  functions  only  the  last  one  (man)  was  consistent  when  comparing  the 
overall  sample  with  the  two  sub-set  samples.  For  this  reason,  considoing  the  data 
available,  as  summarized  in  table  9,  the  tactical  logistics  functions  were  subdivided  into 
two  categories  of  importance. 

Priority  I 

Table  9  displays  that  both  CA  and  CSS  officers  consider  the  three  tactical 
logistics  fimctions  below  the  most  important.  However,  the  order  of  importance  was  not 
consistent.  Nev^eless,  this  data  provided  focus  in  that  the  CSS  lieutenant’s 
development  of  the  SKBs  should  focus  on  these  three  tactical  logistics  fimctions 
Furthermore  within  these  three  tactical  logistics  functions,  SMEs  were  aslfod  to  choose 
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the  most  iiiq>ortant  tadc.  The  results  are  annotated  by  the  percent  of  the  overall  sample 
that  chose  the  task  within  each  tactical  logistics  function. 

1.  Fuel:  40%  Fuel  distribution  svstem^lT^  Fuel  consumption  estimates/ 

13  %  Fuel  distribution  equipment  capabilities 


2.  Arm:(^l^Ammo  distribution  system/  29%  ATP  operations/  0%  SAAS 
knowledgeable 

3.  Fix:  27%  Maintenance  control  operations^^^Conduct  tactical  field 
maintenance/  20%  Combat  repair  team  functions/  0%  Recovery  operations 

The  circled  tasks  only  represent  a  percent  of  a  small  sample  population  that  felt 
these  tasks  were  the  most  inq)ortant  of  the  ones  listed.  In  order  to  meet  the  intent  of 
developing  a  lieutenant  in  the  desired  SKBs,  a  more  thorough  understanding  of  these 
tactical  logistics  functions  would  be  required  than  just  the  task  that  scored  the  highest  in 
this  survey.  The  professional  development  plan  can  not  be  limited  to  these  specific  areas. 

Priority  n 

Table  9  displays  that  both  CA  and  CSS  officers  consid^  the  tactical  logistics 
functions  of  sustain,  move,  and  man  to  require  less  emphasis  then  the  top  three.  SMEs 
w^e  asked  to  choose  the  most  important  task  within  these  three  tactical  logistics 
fiinctinns  The  results  are  annotated  by  the  percoit  of  the  overall  sample  that  chose  the 
task  within  each  tactical  logistics  function. 

4.  Sustain:^2^  General  supply  distribution  system  (LCXjrP AC/tailgate)/ 

6%  Food  service  operations/ 12%  Water  operations  &  distribution/  0%  Laundry  &  Bath 


/0%  Field  sanitation  services/ 0%  Mortuary  affairs  operations 
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5.  Move.f  JQSiJMove  supplies  and  personnel/  44%  Understand  distribution 


management/ JSi.Undo'stand  &  op^e  Movement  Tracldng  System  (MTS) 

6.  Man;  Replacement  movement 

The  circled  tasks  only  represent  a  percentage  of  a  small  sample  population  that 
felt  these  tasks  were  the  most  important  of  the  ones  listed.  Tins  survey  siippftgtfi 
these  three  tactical  logistics  fiinctions  should  not  be  considered  a  primary  focus  for 
developing  a  lieutenant  to  serve  as  the  FSC  support  operations  officer.  Although  a  more 
thorou^  understanding  of  these  tactical  logistics  fiinctions  would  be  required  to  fiilly 
understand  and  p^orm  anticipatory  multifiinctional  logistics,  time  may  not  pomit  this 
level  of  expertise,  hi  the  case  of  sustainment,  LOGPAC  and  tailgate  operations  are 
essential  for  the  maneuver  battalion  to  survive  and  requires  more  attention  than  many 
tasks  in  the  top  three  tactical  logistics  fiinctions  (fiiel,  arm,  fix).  The  data  collected  within 
this  part  of  the  survey  provided  guidance  for  the  development  of  the  professional 
development  plan. 

Summary 

The  prioritization  of  the  tactical  logistics  fiinctions  showed  an  extremely  high 
level  of  statistical  significance  (less  than  .001).  There  was  no  evidence  of  bias  based  on 
rank,  position  (student  or  fiiculty),  or  track  (CA  or  CSS).  The  FSC  Support  Operations 
Officer  Professional  Development  Plan  was  designed  considering  an  understanding  of  the 
top  three  tactical  logistics  fiinctions  (fiiel,  arm,  and  fix)  as  essential  based  on  the  survey. 
Within  each  tactical  logistics  fiinction  there  are  specific  tasks  that  are  essential  for  the 
FSC  support  operations  officer  to  know.  Understanding  how  LOGPAC  and  tailgate 
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operations  woric  within  the  tactical  logistics  function  of  sustainment  could  easily  be  one 
of  the  top  three  requirements  for  the  FSC  support  operations  officer. 

The  training  requirement  to  develop  the  desired  SKBs  as  they  pertain  to  these 
tactical  logistics  functions  require  key  leaders  to  personalize  the  implementation  of  the 
FSC  Support  Operations  Officer  Development  Plan  to  meet  the  most  essential 
requirements  of  each  lieutenant  who  will  serve  as  the  FSC  support  operations  officer. 

The  accelerated  time  requirements  to  develop  an  officer  with  SKBs  traditionally 
associated  with  a  much  more  eiqierienced  CSS  officer  will  require  a  more  thorough 
understanding  of  the  tactical  logistics  fimctions  than  time  may  permit.  A  standardized 
iqiproach  that  is  not  personalized  to  an  individual  lieutenant's  needs,  the  current  situation, 
and  the  organizational  clinoate  will  only  exacerbate  the  situation. 

Subquestion  Three 

Which  of  the  three  Army  leader  development  pillars  (institutional,  operational,  or 
self-development)  should  be  used  as  the  primary  means  to  train  CSS  lieutenants  in  the 
desired  SKBs  before  they  serve  as  the  support  operations  officers  in  the  FSC? 

Survey  Question 

ffia  professional  development  plan  is  designed,  which  of  the  three  Army  leader 
development  pillars  (institutional,  operational,  or  self-development)  should  be  used  as  the 
primary  means  to  train  CSS  li^tenants  in  the  desired  SKBs  before  they  serve  as  the 
support  operations  offico-s  in  the  FSC?  (circle  answer  or  X  next  to  answer) 
a.  Institutional  b.  Operational  c.  Self-Development 
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Purpose  of  Survey  Question 


The  professional  development  plan  will  be  a  combination  of  the  three  pillars. 
However,  one  pillar  will  s^e  as  the  primary  means  for  training.  This  question  identified 
the  SMEs*  opinions  on  who  should  be  the  primary  leader  that  is  responsible  for 
developing  CSS  lieutoiants  in  the  desired  SKBs  required  to  serve  as  the  FSC  support 
op^ations  officer;  the  school  commandant,  the  FSB  commander,  or  the  individual  CSS 
lieutenant.  Additional  questions  were  used  to  further  define  how  each  pillar  should  be 
used  to  train  the  SKBs. 

Questions  8-10  provided  the  SMEs  opinions  on  the  most  appropriate  means  in 
which  to  use  the  individual  pillars  to  train  CSS  lieutenants  to  serve  as  the  FSC  support 
operations  officer.  Th^e  are  many  methods  within  each  pillar  that  can  be  used  to  train 
the  lieutenants;  howev^,  these  survey  questions  only  focused  on  a  few  approaches  for 
each  pillar.  These  questions  will  only  provide  a  preliminary  focus  for  the  professional 
development  plan.  The  data  for  subquestion  three  (survey  question  7)  and  survey 
questions  8-10  are  summarized  and  analyzed  below. 


Table  10.  Summary  of  Primary  Development  Pillar — Higher  is  Better 


Frequency 

Po'cent 

Listiturional 

5 

28 

Operatioiud 

12 

67 

Self-development 

1 

5 

Total 

18 

100 
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Analysis 


Two4hirds  of  the  SMEs  felt  that  the  operational  setting  was  most  iq)propriate  to 
serve  as  the  primary  means  to  train  the  CSS  lieutenant  to  become  the  FSC  support 
operations  officer.  Ninety-percent  of  the  CA  officers  felt  this  way  while  only  38  percent 
of  the  CSS  officers  felt  this  way.  Three  of  the  four  CSS  officem  who  suggested  that  the 
institutional  pillar  be  used  as  the  primary  means  to  train  CSS  lioitenants  came  from 
CASCOM  and  may  have  been  biased  by  their  role  with  Force  XXI  initiatives  from  that 
perspective. 

The  FSB  commander,  in  the  operational  setting,  should  serve  as  the  primary 
leader  to  control  and  monitor  the  majority  of  the  FSC  Support  Operations  Office 
Professional  Development  Plan.  However,  institutional  leaders  and  organizations  will  be 
critical  in  the  ovmll  design  of  the  plan.  There  will  also  be  institutional  course 
development  initiatives  that  are  directly  and  indirectly  involved  with  preparing  the  CSS 
lioitenant  to  serve  in  the  Force  XXI  logistical  environment.  Institutional  organizations 
must  design  the  foundation  of  the  plan.  However,  it  will  ultimately  be  the  FSB 
commander  and  other  key  operational  leaders  associated  with  the  future  FSC  support 
operations  officers  that  must  build  upon  that  institutional  foundation  in  order  for  the  CSS 
lieutenant  to  develop  the  desired  SKBs.  The  condensed  timeline  (two  to  three  years)  to 
develop  the  desired  SKBs  will  require  taking  the  overall  plan  and  tailoring  it  to  the 
individual  liwtenant.  This  tailoring  can  only  be  done  in  the  opatitional  setting  by  the 
leaders  who  know  the  lieutenant’s  strengths  and  weaknesses.  The  operational  leader's 
ability  to  integrate  different  training  methods  is  critical  to  the  plan’s  success. 
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Swvev  Question 


Regardless  of  your  answer  to  the  last  question,  prioritize  the  different  approaches 
that  can  be  used  for  the  institutional  training  portion  of  the  professional  development  plan 
designed  to  train  CSS  lieutenants  in  the  desired  SKBs  before  they  serve  as  the  support 
operations  officers  in  the  FSC.  (Number  1  to  3.  1  being  the  most  inqwrtant.) 

a.  _  Train  muhifonctional  logistics  at  OBC. 

b.  _  Phase  in  training  for  select  CSS  lieutenants  using  OBC,  and  the  current  Support 

Operations  Course  (addresses  muhifonctional  logistics  from  corps  level  to  Brigade  level) 
taught  at  the  Army  Logistics  Management  College  ( ALMC),  Fort  Lee,  Virginia. 

c.  _ Design  a  specific  course  for  FSC  support  opo^tions  officers. 


Table  11.  Summary  of  Mean  Rank  Prioritization  of  Institutional 
.^proaches  to  training  SKBs— Lower  is  Better 


Overall 

CA 

CSS 

Approach  A 

2  (2) 

2.38  (3) 

2.39  (3) 

_  2.6(3) 

Approach  C 

1.44(1) 

_ 1*  (1) 

Analysis 

Although  the  institutional  leader  will  have  more  responsibilities  than  just 
developing  and  administering  the  institutional  classroom  portion  of  the  development  of 
the  CSS  lieutenant,  this  question  only  addressed  the  classroom  responsibility.  The 
Friedman  Test  was  used  to  prioritize  these  data.  This  question  tested  at  .012  level  of 
significance,  which  means  that  the  relationship  between  variables  due  to  sampling  error  is 
12  out  of  1,000.  This  rating  provided  a  high  confidence  level  in  using  the  overall  mean 
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results  as  the  priority  of  training  within  the  institutional  environment.  However,  since  the 
sample  size  was  relatively  small,  the  prioritization  of  the  training  methods  within  the  CA 
and  CSS  samples  was  used  to  show  possible  discrepancies.  Using  these  data  the 
prioritization  of  approach  C  remains  constant  when  compared  to  the  three  sample 
populations. 

Although  approach  C  (design  a  specific  course  for  FSC  support  operations 
officers)  is  a  viable  option  in  the  end-state,  it  is  not  feasible  in  the  interim.  Currently, 
there  are  only  two  FSC  support  operations  office’s  in  the  Army.  A  specific  course  for 
FSC  support  operations  officers  is  not  feasible  until  the  Army  has  changed  a  much  larger 
portion  of  the  active  duty  divisions  to  this  design.  Approach  B  (Phase  in  training  for 
select  CSS  liwtenants  using  the  officer  basic  course  and  the  current  Support  Operations 
Course)  is  more  feasible  in  the  interim.  By  using  the  current  Support  Operations  Course 
the  CSS  li«itenant  receives  a  focused  view  of  multifunctional  logistics  at  the  brigade  and 
higher  level.  This  approadi  supports  the  prioritization  of  the  SKBs.  The  CSS  lieutenant 
can  be  sent  to  additional  institutional  supply,  maintenance,  and  transportation  courses  to 
strengthen  individual  weaknesses  as  required.  By  using  approach  B,  as  Force  XXI 
conversions  slowly  take  place  through  the  Army,  data  on  course  requirements  can  be 
collected  to  insure  a  quality  course  is  designed  for  fiiture  use. 

Survey  Question 

Regardless  of  your  answer  to  question  6,  prioritize  the  different  approaches  that 
can  be  used  for  the  operational  training  portion  of  the  professioiuil  development  plan 
designed  to  train  CSS  lieutenants  in  the  desired  SKBs  before  they  serve  as  the  support 
operations  officers  in  the  FSC.  (Number  1  to  3.  1  being  the  most  imporUmt) 
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A- _ Assign  as  the  S&T  platoon  leader  and  as  the  Maintenance  platoon  leader  while 

serving  in  the  FSC. 

b.  ^  Assign  as  a  platoon  leader  in  the  FSC  and  then  as  in  the  FSB  support  operations 
officer. 

c.  _ The  FSB  designs  a  specific  professional  development  program,  training  FSC 

platoon  leaders  to  become  support  operations  officers. 


Table  12.  (Summary  of  Mean  Rank  Prioritization  of  Operational 
Approaches  to  training  SKBs-Lower  is  Better) 


Overall 

CA 

CSS 

mmmmm 

2  (2) 

1.75  (1) 

Approach  B 

_ 1-72  (1) 

1.6(1) 

1 

Approach  C 

2.39  (3) 

_ 24  (3) 

2.38  f3) 

Analysis 

This  question  was  the  only  one  that  resulted  in  a  level  of  significance  less  than 
.05.  The  operational  training  responsibilities  are  far  more  encompassing  than  the  three 
approadies  listed  in  the  survey.  The  operational  pillar  of  training  is  a  combination  of 
assigned  duty  portions,  additional  responsibilities,  collective  training  and  leader 
development  training.  The  survey  question  was  not  worded  well  enough  to  portray  all 
aspects  of  the  operational  pillar  and  eiqilains  the  inconclusive  data  obtained  from  this 
question.  The  Friedman  Test  produced  a .  1 15  level  of  significance.  The  level  of 
sigmficance  for  the  survey  question  is  above  the  generally  accepted  level  of  significance 
(.05).  The  significance  at  the .  1 15  level  produced  a  low  confidence  level  in  using  the 
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results  as  the  foundation  to  build  the  operational  pillar  of  the  FSC  Support  Operations 
Officer  Professional  Development  Plan. 

The  inconsistmcy  within  the  CA  and  CSS  responses  confirmed  the  inconclusive 
results  of  the  data.  As  identified  earlier  in  the  survey,  67  percent  of  the  SMEs  responded 
that  the  opoational  pillar  should  be  the  primary  means  to  train  CSS  lieutoiants  in  the 
desired  SKBs.  The  operational  setting  provides  the  most  flexibility  to  train  individual 
lioitenants  and  meet  organizational  needs.  The  survey  question  was  not  only  limited  in 
scope  but  also  did  not  account  for  the  flexibility  needed  to  address  situational  demands 
and  individual  requirements.  The  ability  to  adjust  the  plan  to  meet  individual  and 
organizational  needs  is  critical  to  train  a  lieutenant  in  the  desired  SKBs  to  be  effective 
within  the  FSC. 

Survey  Question 

Regardless  of  your  answer  to  question  6,  prioritize  the  different  approaches  that 
can  be  used  for  the  self-development  pmtion  of  the  professional  development  plan 
designed  to  train  CSS  lieutenants  in  the  desired  SKBs  before  they  serve  as  the  support 
operations  officers  in  the  FSC.  (Number  1  to  2.  1  being  the  most  important) 

a.  _ Develop  a  correspondence  course  to  train  CSS  lieutenants  in  multifimctional 

logistics  and  prepare  the  lieutenant  for  the  FSC  support  operations  officer  position. 

b.  _ Conunanders’  provide  guidance  on  professional  reading  and  the  lieutenant 

educates  himself 
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Table  13.  Summary  of  Mean  Rank  Prioritization  of  Self-Development 
Approaches  to  training  SKBs— Low^  is  Better 


Overall 

CA 

CSS 

Approach  A 

1.18(1) 

1.22(1) 

1.13  (1) 

Approach  B 

1.82(2) 

1.78  (2) 

_ _ 

Analysis 

The  self-development  pillar  of  the  professional  development  plan  will  be  a  critical 
part  of  developing  the  SKBs  in  the  lieutenant  required  to  serve  as  FSC  support  operations 
officer.  The  survey  results  demonstrated  some  insight  on  how  to  best  use  this  training 
tool.  The  Friedman  Test  was  used  to  prioritize  the  data  pertaining  to  the  two  options. 

This  question  tested  at  .008  level  of  significance,  which  means  that  the  rdiationship 
between  variables  due  to  sampling  error  is  8  out  of  1,000.  This  result  provided  a  high 
confidence  level  in  using  the  overall  mean  results  as  the  priority  of  administering  training 
within  the  self-development  area.  However,  since  the  sample  size  was  relatively  small, 
the  prioritization  of  the  training  methods  within  the  CA  and  CSS  samples  was  used  to 
show  possible  discrepancies.  Using  these  data,  the  prioritization  of  developing  some  type 
of  correspondence  course  remained  constant  when  compared  to  the  three  sample 
populations. 

Although  developing  some  type  of  correspondence  course  is  a  viable  option,  the 
use  of  professional  reading  and  other  self^levelopment  programs  must  also  be  used. 
Ihtaactive  CDs  and  the  Internet  can  be  valuable  tools  that  have  provided  great 
advancements  in  self-study  programs.  The  positive  response  to  developing  some  type  of 
correspondence  course  implies  that  institutional  leaders  must  assist  in  organizing  a 
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diverse  method  of  training  the  self-development  pillar.  Additionally,  the  operational 
leader  must  assist  the  CSS  lioitenant  by  providing  guidance  and  structure  to  self¬ 
development  initiatives. 

Summary 

The  data  provided  guidance  on  how  to  design  the  training  method  of  the  FSC 
Suppmt  Operations  Offico*  Professional  Development  Plan.  A  two-thirds  majority  felt 
that  of  the  three  pillars  (institutional,  operational,  and  self-development)  the  professional 
development  plan  should  be  designed  primarily  around  the  operatioiud  pillar.  The 
majority  of  the  data  showed  an  extremely  high  level  of  statistical  significance  for  the 
different  training  methods  within  each  pillar.  Howevo*,  this  data  was  not  all 
oicompassing  for  postible  methods  of  training,  nor  did  the  data  consider  organizations’ 
or  individual  lieutenant’s  situations. 

Summary  of  Survey  Analysis 

The  analysis  from  a  purpotive  sample  population  of  18  SMEs  (ten  CA  and  eight 
CSS)  was  used  as  a  primary  tool  to  guide  the  development  of  the  FSC  Support 
Operations  Officer  Professional  Development  Plan  (r^rpendix  B).  Eighty-nine  percent  of 
the  sanqrle  population  agreed  that  a  specific  professional  development  plan  to  train  CSS 
lieutenants  to  serve  as  the  FSC  support  operations  officer  was  needed.  The  answers  to 
the  three  subordinate  questions  provided  the  guide  for  designing  the  professional 
development  plan. 

The  prioritization  of  the  SKBs  was  obtained  using  the  survey  results  that  were 
arranged  into  three  categories.  Priority  I  consisted  of  one  SKB  (possess  the  skills  to 
coordinate  and  synchronize  logistics  support  with  key  personnel  in  the  maneuver 
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battalion  and  FSB)  that  clearly  scored  bettor  than  the  rest.  Priority  n  consisted  of  three 
SKBs  that  ranked  closely  to  each  othw  and  were  consistent  within  CA  and  CSS 
subgroups.  The  last  category  (priority  HI)  consisted  of  three  SKBs  that  were  more 
technical  in  nature  and  generally  were  performed  by  other  personnel.  These  categories 
coupled  with  the  tactical  logistics  functions  provided  a  focus  used  to  design  the 
professional  development  plan. 

The  second  subordinate  question  of  this  study  used  the  tactical  logistics  functions 
as  a  guide  to  fiirth^  focus  the  professional  development  plan.  The  survey  results  clearly 
showed  that  three  tactical  logistics  functions  (fuel,  arm,  and  fix)  should  be  the  focus  of 
the  lieutenant  s  training.  The  remaining  three  tactical  logistics  fonctions  (sustain,  move, 
and  man)  may  not  require  as  much  training  time  or  should  be  trained  as  a  second  priority. 
With  that  said,  the  survey  also  suggested  that  thwe  are  specific  tasks  (i.e.  LOGPAC/ 
tailgate  operations)  in  the  lower  priority  group  of  the  tactical  logistics  fonctions  that  are 
more  important  than  many  specific  tasks  in  the  higher  priority  group  of  tactical  logistics 
fonctions.  These  finding  demonstrated  the  importance  of  tailoring  the  implementation  of 
the  plan  to  insure  that  individual  lieutenant’s  needs  as  well  as  organization’s  needs  are 
met  within  all  sets  of  circumstances.  To  meet  this  challenge  requires  integrating  training 
requirements  with  training  methods. 

The  last  part  of  the  survey  provided  guidance  on  how  to  train  the  lieutenant  using 
the  Army  leader  development  system  as  a  model.  All  three  pillars  (institutional, 
operational,  and  self-development)  must  be  integrated  into  one  professional  development 
plan  to  train  the  CSS  liwtenant  in  the  desired  SKBs.  Two-thirds  of  the  SMEs  felt  that  the 
opmational  pillar  must  serve  as  the  primary  means  of  training.  This  methodology 
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supports  the  rationale  of  tailoring  the  training  to  the  individual  lieutenant’s  needs.  The 
inirfitiitinnal  pillar  must  piDvidc  the  institutional  and  self-development  programs  that  can 
be  used  by  the  operational  commando'  to  tailor  professional  development  of  the  CSS 
lieutenant  to  meet  individual  and  organizational  needs. 

The  training  requirement  to  develop  the  desired  SKBs  requires  key  leaders  to 
refine  the  FSC  Support  Opoarions  Officer  Development  Plan  to  meet  the  most  essential 
requirements  of  each  lieutenant  ^iriio  will  sove  as  the  FSC  support  operations  officer. 

The  conq)ressed  time  requirement  to  develop  an  officer  with  SKBs  traditionally 
associated  with  a  much  more  e}q)«ienced  CSS  officer  will  require  the  use  of  all  three 
leader  development  pillars.  A  standardized  approach  that  is  not  personalized  to  an 
individual  lieutenant’s  needs  and  the  organizational  climate  will  not  be  successfirl.  By 
having  various  training  methods  available  within  each  pillar,  a  tailored  approach  for 
training  is  available  to  the  operational  leado*  depending  on  the  situation.  The  results  of 
this  survey  coupled  with  the  knowledge  gained  fi’om  secondary  sources  was  used  to  make 
conclusions  and  recommendations  as  well  as  the  FSC  Support  Operations  Officer 
Professional  Development  Plan  in  appendix  B. 
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CHAPTERS 


DISCUSSION,  CONCLUSION,  AND  RECOMMENDATIONS 

Discussion 

This  study  filled  the  void  that  ^sted  between  the  support  operations  officer’s 
responsibilities  (as  identified  in  CASCOM’s  FSC  Training  Support  Plan)  and  training  a 
CSS  lioitenant  to  assume  those  responsibilities.  From  the  results  of  this  study, 
conclusions  and  recommendations  on  training  CSS  lieutenants  in  the  desired  SKBs  to  be 
successful  as  the  FSC  support  operations  officer  were  made.  The  results  of  this  study 
were  the  foundation  of  the  professional  development  plan  in  appendix  B. 

This  study  identified  the  relationship  between  training  the  FSC  support  operations 
officer  and  using  the  Army’s  leader  development  system  to  accomplish  this  training  The 
results  of  this  study  w^  combined  with  the  eight-stage  process  of  change  format  fi'om 
Kotter’s  Leading  Change  book  to  form  a  draft  FSC  Support  Operations  Office 
Professional  Development  Plan.  Institutional  and  operational  CSS  leaders  must  now 
provide  initial  input  to  revise  the  FSC  Support  Operations  Officer  Professional 
Development  Plan.  A  guiding  coalition  (stage  2  of  Kotter’s  process)  for  both  the 
institutioiud  and  operational  organizations  should  provide  the  initial  and  follow-up  input 
to  the  plan.  The  operational  guiding  coalition  leads  the  implementation  of  the 
development  plan  for  CSS  lieutenants  by  tailoring  it  to  the  individual  lieutenant’s  and  the 
organization’s  needs.  Feedback  is  provided  through  the  institutional  guiding  coalition 
vdio  is  responsible  fi)r  developing  and  updating  the  plan.  This  process  is  continuous  and 
ensures  short-term  and  long-term  goals  are  met.  Figure  4,  in  appendix  B,  depicts  this 
process. 
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The  primary  input  from  this  thesis  into  the  professional  development  plan  was  a 
resuk  of  combining  secondary  and  primary  data.  This  secondary  data  were  used  to  form 
a  basis  of  knowledge  on  Force  XXI  logistics,  the  FSC  concept,  the  support  operations 
officer’s  re^nsibilities,  and  the  format  of  the  professional  development  plan. 

Secondary  data  were  used  to  develop  a  survey  that  answered  the  primary  problem 
statement  and  the  three  subordinate  problem  statements. 

Primary  data  wo'e  obtained  using  a  survey.  A  purporive  sample  population  was 
identified  for  this  study.  This  technique  was  important  in  that  it  provided  first  hand 
«q)ertise  from  different  perspectives  in  answering  the  research  question,  subordinate 
questions,  and  designing  the  FSC  Support  Op^ations  Officer  Professional  Development 
Plan  Twenty  combat  arms  (CA)  and  twelve  combat  service  support  (CSS)  officers 
served  as  the  total  populations  of  SMEs  at  CGSC.  Fifty-six  percent  of  the  population 
returned  the  survey.  The  survey  questions  were  designed  to  answer  the  research  question 
and  three  subordinate  questions.  This  method  identified  which  SKBs  leaders  consider 
the  most  important  for  the  support  operations  officer  and  which  leader  development  pillar 
^ould  be  used  as  the  primary  means  to  train  CSS  lieutenants  in  these  SKBs. 

Conclusions,  recommendations,  and  the  FSC  Support  Operations  Officer  Professional 
Development  Plan  were  influenced  by  the  combination  of  the  survey  results  and 
knowledge  gained  through  secondary  sources. 

Conclusions 

The  results  from  the  survey,  as  analyzed  in  chapter  4,  coupled  with  secondary 
data,  provided  guidance  on  what  and  how  to  train  the  CSS  lieutenant  to  prepare  him  to 
serve  as  the  FSC  support  operations  office.  Eighty-nine  percent  of  the  SMEs  confirmed 
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that  a  pacific  professional  development  plan  was  needed  to  train  CSS  offices  to  serve  as 
the  FSC  support  operations  officer.  The  results  of  the  entire  survey  were  general  in  that 
they  apply  to  CSS  lieutenants  regardless  of  branch  or  whether  they  served  as  platoon 
leaders  in  the  FSC  or  branch-detailed  to  a  combat  arms  battalion  (CAB).  Key  operational 
leaders  must  eventually  tailor  this  general  approach  to  the  individual  lieutenant.  A 
standardized  approach  that  is  not  personalized  to  an  individual  lioitenant’s  needs  and  the 
organizational  climate  can  not  meet  the  intent  of  this  plan  in  the  short  amount  of  time 
available.  The  findings  within  the  three  subordinate  questions  provided  the  guidance 
needed  to  prioritize  and  personalize  the  training  to  the  lieutenant  based  on  the  situation. 

The  results  of  the  first  subordinate  question  successfully  separated  the  seven 
SKBs  into  three  categories  of  importance.  Priority  I  and  n  SKBs  (4  of  the  7  SKBs)  can 
serve  as  the  guide  by  which  the  operational  leader  should  manage  the  trmning  for  a 
lieutenant.  These  four  SKBs  require  the  FSC  support  operations  officer  to  be  able  to  use 
all  four  leadership  tidlls  (technical,  tactical,  conceptual,  and  communication)  as  identified 
in  the  new  FM  22-100,  Am^  Leadership.  This  provides  the  opportunity  for  the  FSB 
commander  to  capture  training  for  the  CSS  lieutenants  within  his  leader  development 
progrant  The  last  three  SKBs  are  considered  priority  three  training  and  should  be  trained 
as  opportumties  arise  in  the  operational  setting.  Training  opportunities  for  all  seven 
SKBs  lend  themselves  to  integration  within  the  course  of  daily  operations  and  especially 
CAB  training  events. 

CAB  traimng  events  provide  an  excellent  opportunity  to  integrate  tactical  logistics 
fiinctions  with  the  SKBs.  The  lieutenant’s  exposure  to  priority  I  tactical  logistics 
fiinctions  (fiiel,  arm,  and  fix)  in  the  field  environment  will  reinforce  the  concepts  he  was 
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e}q)08ed  too  in  institutional  and  self-development  settings.  This  means  the  maintenance 
platoon  leader  must  spoid  time  with  the  S&T  platoon  during  exercises  and  vice  versa. 
Although  the  priority  U  tactical  logistics  fimctions  (sustain,  move,  and  man)  are  not  as 
important  as  priority  I  fimctions,  some  specific  tasks  within  sustain  and  move  are  vital 
(i.e.  LOG? AC/tailgate  operations)  and  should  be  specifically  addressed  by  operatioiud 
leaders.  The  lioitenant’s  training  in  the  tactical  logistics  fimctions  should  be  captured 
within  the  contents  of  developing  the  SKBs.  Choosing  the  method  and  approach  to 
training  individual  lieutenants  based  on  the  individual  situation  produces  efficient  and 
effective  results. 

The  success  of  the  FSC  Support  Operations  Officer  Professional  Development 
Plan  requires  an  aggressive  approach  in  which  the  institution  leads  the  development  of 
the  plan  and  the  operational  leader  implements  the  training.  Two-thirds  of  the  SMEs 
thought  the  operational  pillar  should  save  as  the  primary  means  to  train  CSS  lieutenants 
in  the  desired  SKBs.  The  operational  leader  can  pro\dde  the  flexible  and  tailored 
iq)proach  required  to  successfully  train  the  CSS  lioitenant.  This  approach  is  what  makes 
the  implementation  of  the  FSC  Support  Operations  Officer  Professional  Development 
Plan  in  appendix  B  a  challenge.  The  following  recommendations  can  assist  the  CSS 
community  in  instituting  these  changes  and  future  changes  related  to  this  study. 

Recommendations 

1 .  CASCOM  take  the  FSC  Support  Operations  Offico*  Professional  Development 
Plan  in  appendix  B  and  build  an  institutional  guiding  coalition  to  lead  the  refinement 
effort  with  4th  Li&ntry  Division. 
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2.  The  4th  FSB  create  an  operational  guiding  coalition  to  provide  initial  input  to 
the  plan  through  CASCOM  and  later  provide  lessons  learned  from  the  implementation  of 
the  plan. 

3.  The  4th  FSB  implement  the  FSC  Support  Operations  Officer  Professional 
Development  Plan  in  appendix  B  as  part  of  a  battalion  professional  development  program 
as  the  FSC  Support  Operations  Officer  Professional  Development  Plan  is  being  refined. 

Recommendations  for  Further  Studies 

1.  Based  on  the  results  of  this  study,  fiirthor  refine  the  FSC  Support  Operations 
Officer  Professional  Development  Plan  based  on  input  from  the  institutional  and 
operational  guiding  coalitions. 

2.  Determine  if  branch-detailed  CSS  officers  should  be  assigned  to  CABs  with 
the  intent  of  becoming  the  FSC  support  operations  officer  that  supports  that  CAB  after 
platoon  leader  time. 

3.  Integrate  the  professional  development  plan  from  this  study  'vsdth  possible 
career  progression  options  for  CSS  officers  within  the  FSC  concept  (i.e.  branch-detailed 
lieutenants  become  FSC  support  operations  officers  then  a  FSC  commander). 
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APPENDIX  A 


SURVEY 


CGSC  CONTROL  #  8998 

DeveloDing  the  Forward  Support  Company  fFSO  Support  Operations  Officer 

This  survQT  is  deagned  as  an  important  part  of  a  MMAS  student’s  the^.  The 
student’s  thesis  (To  determine  whether  the  Army  needs  to  design  a  specific  professional 
development  plan  to  train  CSS  liwtenants  to  serve  as  support  operations  ofBcers  in  the 
Forward  Support  Conq)any  (FSC)  of  the  Force  XXI  diviaon?)  is  designed  around  the 
questions  bdow.  If  you  recdved  this  survey,  your  ORB  indicated  that  you  may  have  had 
first-hand  e}q;>etia)ce  with  Force  XXI  divinon  redesign  between  1995  and  1998.  Please 
take  a  few  minutes  and  fill  out  the  survey  by  either  hard  copy  or  on  the  conqniter.  When 
you  have  completed  the  survey,  you  may  drop  it  in  MAT  Ed  Zinunerman’s  Astiibution  box 
in  Classroom  16, 2d  floor,  BeU  Hall  or  return  it  by  email  to  ezimmerman@lvnworth.com. 
Thank  you  for  answering  the  survey. 

Name; 

Rank; 

Branch; 

Position:  Student  or  StafiDFacuhy 
Phone  #/RM#: 

1.  Do  you  have  experience  serving  in  some  capadty  with  or  in  the  Force  XXI  division 
redetign  betwe^  1995  and  1998?  (circle  answer  or  X  next  to  answer) 

a.  Yes  b.  No 

2.  Which  organization  did  you  serve  with  during  your  experience  with  Force  XXI?  (drcle 
best  answer  or  X  next  to  answer) 

a.  CAC  b.  CASCOM  c.  TRADOC  (other  than  CAC/CASCOM)  d.  4““  ID  e.  Other 

3.  Ifow  many  months  (mo.)  did  you  serve  in  this  petition  or  other  petitions  that  were 
involved  with  the  Force  XXI  division  redesign?  (drcle  answer  or  X  next  to  answer) 

a..  1-6  mo.  b.  7-12  mo.  c.  13-18  mo.  d.  19-24  mo.  e.  25  mo.  or  more 
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4.  Prioritize  whidhi  skills,  knowledge  and  behaviors  (SKBs)  are  most  important  for  the 
FSC  support  operations  ofiBcer  to  successfiiUy  perform  his  duties.  (Number  1  to  7.  1 
bdng  the  most  inqxjrtmt) 

_ Understand  the  automation  integration  in  order  to  maintain  rituation  awareness  and 

disseminate  pertinent  digital  information  to  FSC  elements  and  the  FSB. 

_ Possess  the  tedinical  proficiency  to  operate  the  automation  ^sterns  for  CSS 

awareness  (CSSCS/FBCB2). 

_ Understand  the  unique  and  general  aspects  of  the  different  distribution  ^sterns  and 

inq)act  they  have  on  each  other  in  relations  to  synchronization  of  LOOPAC/Tailgate 
operations. 

_ Anafyze  LOG  SITREPs  and  identify  specified  plus  implied  tasks  fi'om  maneuver  and 

FSB  orders/requests  to  perform  anticipatory  logistics  management 

_ Possess  the  skills  to  coordinate  and  synchronize  logistics  support  with  key  persotmel 

in  the  maneuver  battalion  and  FSB. 

_ Understand  the  tactical  logistics  fimctions  at  brigade  level  to  enhance  the  support 

operations  ofBcer’s  ability  to  perform  antidpatory  logistics. 

_ Understand  the  tactical  logistics  fimctions  at  division  level  to  enhance  the  support 

operations  officer’s  ability  to  perform  antidpatory  logistics. 

5.  Prioritize  which  tactical  logistics  fimctions  the  professional  development  plan  should 
focus  on  to  develop  the  SKBs  that  will  best  assist  the  support  operations  officer  to 
successfiiUy  perform  his  duties  (Number  1  to  6.  1  being  the  most  important).  K’there  is 
more  than  one  task  within  a  tactical  logistics  fimction,  drcle  or  X  the  most  important  task 
within  that  fimction.  For  example,  which,  if  any,  would  you  condder  most  important  fijr 

Arm? _ Ammo  distribution  system/ _ ATP  Operations  / _ SAAS  Knowledge.  If 

ATP  operations  were  your  choice,  you  would  circle  or  X  that  response. 

_ Man:  Replacement  movement 

_ Arm: _ Ammo  distribution  ^stem  / _ ATP  operations  / _ SAAS  knowledgeable 

_ Fuel: _ Fuel  distribution  system  / _ Fuel  consumption  estimates  / _ Fuel 

distribution  equipment  cqiabilities 

^  Fix: _ Maintenance  control  operations  /  _Conduct  tactical  field  maintenance  / 

Combat  repair  team  fimctions  /  _Recovery  operations 
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_ Move: _ Move  supplies  and  personnd  / _ Understand  distribution  management  / 

Understand  &  operate  Movement  Tracking  System  (MTS) 

_  Sustain: General  supply  distribution  system  (LOGPAC/tailgate)  / Food  service 

operations  / Water  operations  &  distribution  / Laundry  &  Bath  / Field  samtation 

services  / Mortuary  affiiirs  operations 

6.  Does  the  Army  need  to  detign  a  specific  profestional  development  plan  to  train  CSS 
lieutenants  to  serve  as  support  operations  officers  in  the  Forward  Support  Company 
(FSC)  of  the  Force  XXI  division?  (circle  answer  or  X  next  to  answer) 

a.  Yes:  b.  No: 

7.  If  a  professional  development  plan  is  designed,  all  three  Army  leader  development 
pillars  (institutional,  operational,  or  self-development)  will  be  used.  Which  of  the  three 
pillars  should  be  the  primary  means  to  train  CSS  lieutenants  in  the  desired  SKBs  before 
they  serve  as  the  support  operations  officers  in  the  FSC?  (drcle  answer  or  X  next  to 
answer) 

a.  Tnstitiitional  b.  Operational  c.  Self-Development 

8.  Regardless  of  your  answer  to  the  last  question,  prioritize  the  different  iqiproaches  that 
can  be  used  for  the  institutional  training  portion  of  the  profestional  development  plan 
detigned  to  train  CSS  lieutenants  in  the  detired  SKBs  before  they  serve  as  the  support 
operations  offico-s  in  the  FSC.  (Number  1  to  3.  1  being  the  masr/mporrSa»r.) 

_  Train  multifimctional  logistics  at  OBC. 

_  Phase  in  training  for  select  CSS  lieutenants  uting  OBC,  and  the  current  Support 

Operations  Course  (addresses  multifimctional  logistics  from  corps  level  to  Brigade  level) 
taught  at  the  Army  Logistics  Management  College  (ALMC),  FT  Lee,  Wginia. 

_  Detign  a  specific  course  for  FSC  support  operations  officers. 

9.  Regardless  of  your  answer  to  question  6,  prioritize  the  different  approaches  that  can  be 
used  for  the  operational  training  portion  of  the  professional  development  plan  detigned  to 
train  CSS  lieutouints  in  the  detired  SKBs  before  th^  serve  as  the  support  operations 
office  in  the  FSC.  (Number  1  to  3.  1  being  the  most  iw/jortowt.) 

_ Astign  as  the  S&T  platoon  leader  and  as  the  hfriintenance  platoon  leader  vMe  serving 

in  the  FSC. 

_ Astign  as  a  platoon  leader  in  the  FSC  and  then  as  in  the  FSB  support  operations 

officer. 
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_ The  FSB  designs  a  specific  professional  development  program,  training  FSC  platoon 

leaders  to  become  support  operations  officers. 

10.  Regardless  of  your  answer  to  question  6,  prioritize  the  different  approaches  tl^at  r-fln 

be  used  for  the  sdfidevelopment  portion  of  the  professional  development  plan  to 

tr^  CSS  lieutenants  in  the  desired  SKBs  brfore  they  serve  as  the  support  operations 
officers  in  the  FSC.  (Number  1  to  2.  1  bdng  the  im/iorftmr.) 

_ Develop  a  correspondrace  course  to  train  CSS  lieutenants  in  multiftmctionfll  logistics 

and  prepare  the  lieutenant  fijr  the  FSC  support  operations  officer  position. 

_ Commanders’  provide  guidance  on  professional  reading  and  the  lieutenant  educates 

himself 

11.  Feel  fi’ee  to  add  your  comments  below  on  the  SKBs  and  the  design  of  the  professional 
development  plan. 
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APPENDIX  B 


FSC  SUPPORT  OPERATIONS  OFHCER  PROFESSIONAL  DEVELOPMENT  PLAN 

Introduction 

Force  XXI  division  redesign  requires  a  CSS  lioitenant  to  serve  as  the  forward 
support  company  (FSC)  support  operations  officer.  As  such,  he  is  responsible  for 
coordinating  and  synchronizing  the  logistics  support  for  a  combat  arms  battalion  (CAB). 
The  FSC  si^port  operations  officer  has  re^onsibilities  that  are  above  and  beyond  those 
of  the  support  platoon  leader  in  today’s  Army  of  Excellence  (AOE)  division.  This 
professional  development  plan  was  as  a  direct  result  of  a  Master  of  Military  Art  and 
Science  (MMAS)  thesis,  ‘‘Designing  a  Professional  Development  Plan  for  the  Support 
Operations  Officer  of  the  Forward  Support  Company, "  conducted  at  the  Command  and 
General  Staff  College,  Fort  Leavenworth,  Kansas.  The  study  det^mined  that  a  specific 
professional  development  plan  was  required  to  train  CSS  lieutmants  who  are  c^Md)le  of 
serving  as  a  FSC  support  operations  office*.  This  plan  is  outlined  using  an  eight-stage 
process  of  change  developed  by  John  Kotter,  a  Professor  of  Leadership  at  Iforvard 
Business  School.  The  purpose  of  the  plan  is  to  trun  CSS  lieutenants  with  the  desired 
skills,  knowledge,  and  behaviors  (SKBs)  to  serve  as  the  FSC  support  operations  officer. 
The  professional  development  plan  incorporates  the  Army  leader  development  system 
(institutional  training  and  education,  operational  assignments,  and  self-development)  as 
the  method  of  training.  This  plan  is  designed  to  help  institutional  and  operational  leaders 
train  the  FSC  support  opoations  officer. 
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Background  of  the  Professional  Development  Plan 
As  the  U.S  Army  moves  into  the  twenty-first  century,  technology  will  be  used 
more  than  ever  to  mhance  combat  opo'ations.  Force  XXI  redesign  uses  technological 
oiablers  to  enhance  proficiency  and  situation  awareness  on  the  battlefield.  These 
oihancements  are  needed  to  overcome  reductions  in  equipment  and  personnel.  Combat 
Service  Support  (CSS)  on  the  battlefield  must  change  in  order  to  support  fester  moving 
operations  and  overcome  limited  resources.  In  Force  XXI,  technology  is  used  to  provide 
precision  logistics  in  order  to  maidmize  the  use  of  limited  resources.  To  accomplish  the 
logistical  goals  of  the  Force  XXI  division,  the  Forward  Support  Company  (FSC)  replaces 
the  support  platoon  of  the  maneuver  battalion  in  the  Army  of  Excellence  (AOE).  The 
FSC  support  operations  officer’s  ability  to  opo-ate  in  a  multifunctional  logistics 
environment  will  be  essential  for  the  manaiver  battalion  to  succeed  on  the  battlefield. 

The  research  for  the  MMAS  thesis  analyzed  the  FSC  support  operations  officer 
responsibilities.  Based  on  these  responsibilities,  the  research  question  (Does  the  Army 
need  to  design  a  specific  professional  development  plan  to  train  CSS  lieutenant!^  to  serve 
as  support  operations  officers  in  the  FSC?)  served  as  the  basis  of  this  study.  The  research 
examined  what  SKBs  are  most  important  for  a  CSS  lioitenant  to  succeed  as  the  FSC 
support  operations  officer.  Once  the  SKBs  were  identified  and  prioritized,  a  professional 
development  plan  was  designed  to  assist  institutional  and  operational  CSS  leaders  in 
training  the  CSS  lieutaiants  in  these  SKBs. 

The  research  examined  literature  on  Force  XXI  lo^stics  and  the  FSC’s 
responsibilities.  The  support  challenges  for  the  FSC  and  ^ecifically  the  support 
operations  office  guided  the  development  of  desired  SKBs.  A  survey  of  subject 
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experts  prioritized  the  importance  of  the  SKBs  and  assisted  in  formulating  the 
professional  development  plan  that  addressed  the  three  pillars  of  the  Army  leader 
development  model  (institutional,  operational,  and  self-development). 

This  study  concluded  that  a  comprehensive  professional  development  plan  was 
required  to  develop  CSS  lieutenant  in  the  desired  SKBs  in  order  for  the  lieutenant  to  be 
successful  as  the  FSC  support  operations  officer.  This  document  represents  the  proposed 
professional  development  plan  using  Kotta’^s  dght-stage  process  of  change  as  the  format. 

The  Design  of  the  Professional  Development  Plan 

The  MMAS  thesis  findings  and  Kotter’s  eight-stage  process  of  change  were 
combined  to  make  this  draft  FSC  Support  Operations  Officer  Professional  Development 
Plan.  The  MMAS  study  provided  statistically  significant  information  on  vdiich  SKBs  are 
important  and  how  the  Army’s  leader  development  system  can  be  used  to  train  those 
SKBs.  Kotter’s  eight-stage  process  of  change,  fi'om  Leading  Change,  provided  a  format 
to  address  expected  resistance  and  obstacles  to  a  change  initiative  like  this  one.  Now 
institutional  and  operational  CSS  leaders  must  provide  initial  input  to  revise  the  FSC 
Supprxt  Operations  Officer  Professional  Development  Plan.  A  guiding  coalition  (stage  2 
of  Kotto‘’s  process)  for  both  the  institutional  and  operational  organizations  should 
provide  the  initial  and  follow-up  input  to  the  plan.  The  operational  guiding  coalition 
leads  the  implementation  of  the  development  plan  to  CSS  lieutenants  by  tailoring  it  to  the 
individual  lieutenant’s  and  the  organization’s  needs.  Feedback  is  provided  through  the 
institutional  guiding  coalition  who  is  responsible  for  developing  and  updating  the  plan. 
This  continuous  process  is  depicted  in  figure  4. 
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Kotter’s  dght-stage  process  of  creating  change  provided  a  format  for  the  FSC 

Support  Oporations  Officer  Professional  Development  Plan  to  effectively  communicate 

the  findings  of  this  study  in  relations  to  the  research  question  and  three  subordinate 

questions  More  importantly,  using  Kotter’s  process  as  the  format  for  this  plan  provided 

a  tool  to  systematically  address  anticipated  resistance  and  obstacles  to  this  change  in 

training  CSS  lieutenants.  Lnplementing  change  in  an  organization  requires  an  enormous 

effort  in  leadership  to  alter  the  organization’s  behavior  (Kotter  1996, 20). 

Needed  dumge  can  still  stall  because  of  inwardly  focused  cultures,  paralyzing 
bureaucracy,  parochial  politics,  a  low  level  of  trust,  lack  of  teamwork,  arrogant 
attitudes,  a  lade  of  leadership  in  middle  management,  aiul  the  general  human  fear 
of  the  unknown  To  be  effective,  a  method  designed  to  alter  strategies,  reengineer 
processes,  or  inq)rove  quality  must  address  these  barriers  and  address  them  well. 
(Kotter,  1996,20) 

The  eight-stage  process  below  represents  a  concept  of  the  FSC  Support 
Operations  Officer  Professional  Development  Plan  that  must  be  refined  by  institutional 
and  operational  leaders  together.  Once  refined,  the  plan  can  guide  institutional  and 
operational  lead^  to  overcome  resistance  and  obstacles  that  can  be  expected  as  a  result 
of  implementing  this  plan  to  train  the  FSC  support  operations  officer. 

Establishing  a  Sense  of  Urgency 

Purpose 

A  sense  of  urgmicy  provides  the  focus  and  momentum  to  cany  out  a  major  change 
initiative.  Without  this  sense  of  urgency  enlisting  key  people  with  the  power  and 
credibility  to  design,  communicate  and  implement  such  a  change  is  difficult  (Kotto’  1996, 
36). 
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Relevance  to  the  Plan 


The  purpose  of  the  FSC  Support  Operations  Officer  Professional  Development 
Plan  is  to  guide  the  training  of  the  FSC  support  operations  officer.  To  train  a  lieutenant 
in  the  desired  SKBs  in  three  years  that  historically  has  been  done  in  6-8  years  requires  a 
sense  of  urgency.  This  sense  of  urgency  is  apparent  when  considering  that  the  FSC 
support  operations  officer’s  performance  directly  impacts  the  mission  success  for  the 
FSC  and  for  the  supported  CAB.  The  importance  of  the  FSC  support  operations 
officer’s  performance  and  the  Army’s  approach  to  developing  that  officer  is  evident  when 
looking  at  the  concq>t  of  support  for  Force  XX^  the  FSC  support  op^ations  officer’s 
responsibilities,  and  the  results  of  this  study. 

This  sense  of  urgency  must  be  communicated  to  institutional  lead^s  who  are 
primarily  responsible  for  developing  the  FSC  Support  Operations  Officer  Professional 
Development  Plan  and  to  operational  leaders  who  must  implement  this  plan.  For  the  FSC 
concept  to  succeed,  the  training  of  the  FSC  support  operations  officer  must  be 
accomplished  in  the  near  term,  while  the  4th  Infantry  Division  is  testing  the  Force  XXI 
division  redesign.  If  the  CSS  community  cannot  succeed  in  producing  a  trained  FSC 
support  operations  officer,  the  FSC  concept  as  currently  designed  may  be  at  risk.  This 
sense  of  urgency  will  lead  to  reouiting  key  leaders  to  guide  the  development  anrf 
implementation  of  the  professional  development  plan. 

Creating  the  Guiding  Coalition 

£urpp$g 

A  strong  team  of  leaders  and  managers  who  can  work  together  for  a  common 
purpose  must  be  assembled.  This  coalition  must  be  able  to  develop  and  communicate  the 


92 


vision  and  strata  of  the  change  initiative.  “A  strong  giuding  coalition  is  always 
needed-one  with  the  right  con^sition,  level  of  trust,  and  shared  objectives.  Building 
such  a  team  is  always  an  essential  part  of  the  early  stages  of  any  effort  to  restructure, 
reengineer,  or  retool  a  set  of  strategies”  (Kotter  1996, 52).  The  guiding  coalition  must 
have  key  senior  leaders  involved  or  it  will  not  have  the  power  to  persuade  change. 
Relevance  to  the  Plan 

The  FSC  Support  Operations  Offico’  Professional  Development  Plan  must  have  a 
guiding  coalition  within  both  the  institutional  and  opmtional  setting.  These  two  teams 
of  individuals  must  work  togeth^  to  refine  this  draft  FSC  Support  Operations  Officer 
Professional  Development  Plan.  Senior  CSS  leaders  in  TRADOC,  CASCOM,  ALMC, 
and  subordinate  organizations  must  believe  and  support  this  change  initiative  in  order  for 
the  plan  to  work.  Subject  matter  experts  (SMEs)  in  training  development,  leader 
development,  and  the  FSC  concept  of  support  must  work  together  to  refine  the 
professional  development  plan  ensuring  that  operational  input  is  assimilated  in  the  plan. 
This  plan  must  be  flexible  enough  for  the  opo’ational  leader  to  tailor  to  the  individual 
lioitenant  and  organizatioiud  requirements. 

The  operational  leaders  must  also  build  a  guiding  coalition.  This  coalition  starts 
with  the  FSB  commander.  He  must  communicate  the  importance  of  this  training  program 
for  his  lieutenants  and  solicit  the  support  of  the  maneuver  brigade  commander  and  the 
CAB  commanders  who  have  CSS  branch-detailed  officers  that  could  serve  as  FSC 
support  opoations  officers.  This  support  is  essential  if  a  branch-detailed  officer  is  going 
tQ  be  effective  as  the  FSC  support  operations  officer.  Platoon  leaders  in  the  FSC  are  also 
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viable  candidates  to  serve  as  the  FSC  support  operations  officer,  so  the  FSB  commander 
must  have  the  FSC  commanders  committed  to  this  training  plan. 

hi  the  early  stages  of  refining  this  plan  key  leaders  in  the  operational  setting  (4th 
ID)  must  work  with  the  institutional  leaders  to  develop  the  vision  and  strategy.  As  a 
result  of  the  MMAS  study,  a  draft  vision  and  strategy  for  the  FSC  Support  Operations 
Officer  Professional  Development  Plan  is  available. 

Developing  a  Vision  and  Strategy 

Purpose 

The  vision  provides  the  direction,  motivation,  and  helps  to  coordinate  individual 
actions  quickly  for  a  change  initiative  (Kotter  1996,  68  and  69).  An  effective  vision 
statement  is  required  to  break  through  the  resistance  that  can  be  expected  fi’om  individual 
complacency  or  fear  (Kott^  1996, 69).  The  strategy  proposes  how  to  achieve  the  vision. 
Relevance  to  Plan 

Like  any  successful  change,  the  FSC  Support  Operations  Officer  Professional 
Development  Plan  must  have  a  vision.  The  vision  must  apply  to  institutional  leaders, 
operational  leaders  and  the  individual  CSS  lieutenant  who  serves  in  the  FSB  or  branch- 
detailed  to  the  CAB.  All  actions  by  institutional  or  operational  guiding  coalitions  should 
support  the  vision  statement.  The  following  vision  statement  can  serve  as  a  starting  point 
for  the  guiding  coalitions  from  the  institution  and  operational  elements  who  should  come 
together  to  refine  the  FSC  Support  Operations  Officer  Professional  Development  Plan 
Vision  Statement;  Design  and  implement  a  professional  development  plan  that  produces 
trained  CSS  lieutoiants  in  the  skills,  knowledge,  and  behaviors  (SKBs)  required  to 
successfully  serve  as  the  FSC  support  operations  officer  after  30  months  of  Army  service. 
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The  strategy  for  the  FSC  Support  Operations  Officer  Professional  Development 
Plan  identifies  how  to  accon^lish  the  vision  statement.  The  institutional  strategy  for 
developing  the  professional  development  plan  and  the  operational  strategy  to  implement 
the  plan  must  be  synchronized.  The  two  guiding  coalitions  must  woric  together  as  one  in 
this  stage.  Based  on  the  results  of  the  MMAS  study  the  following  strategy  can  serve  as  a 
start  point  for  the  institutional  and  operational  guiding  coalitions. 

The  following  strategy  is  based  on  secondary  and  primary  data  obtained  from  the 
MMAS  thesis.  The  study  identifies  and  prioritizes  the  desired  SKBs  required  of  the  FSC 
support  operations  officer  and  how  to  best  use  the  Army  leader  development  system 
(institutional  tnuning  and  education,  operational  assignments,  and  self-development)  to 
train  the  lieutenant  in  the  desired  SKBs. 

The  professioruil  development  plan  requires  training  to  occur  in  the  institutional, 
operational,  and  self-development  settings.  The  development  of  the  desired  SKBs  in  an 
accelerated  time  period  requires  the  three-pillar  leader  development  system  to  be 
managed  intensely  and  the  training  be  tailored  to  an  individual  lieutenant.  The 
institutional  leader  is  better  resourced  to  provide  this  framework,  identifying  different 
training  ^proaches  for  the  SKBs.  The  operational  leader  serves  as  the  monitor  of  the 
training  program  and  tailors  the  training  and  the  approach  used  based  on  the  individual 
lioitenant  and  the  currmt  organizational  situation.  Lastly,  the  plan  identifies  possible 
self-development  methods  that  the  lieutenant  can  use  to  develop  the  desired  SKBs. 
Within  this  plan,  all  three  pillars  of  the  Army  leader  development  system  are  identified 
and  the  opoational  leader  can  use  the  method  that  is  best  for  that  situation.  The  final 
plan  must  provide  a  thorough  identification  of  what  needs  to  be  trained  and  how  to 
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perform  that  training  within  the  flexible  environment  needed  to  produce  a  con^etent  FSC 
support  operations  officer  in  30  months  of  service  to  the  Army. 

The  study  affiliated  with  this  plan  used  a  survey  of  subject  matter  experts  (SMEs) 
to  prioritize  SKBs  (developed  by  the  researcher  who  analyzed  the  FSC  Training  Support 
Plan  and  considered  the  tactical  logistics  fimctions).  The  seven  SKBs  were  broad  in 
nature  and  represented  common  attributes  and  skills  normally  associated  with 
coordinating  and  synchronizing  logistics  missions.  The  prioritization  of  the  desired 
SKBs  showed  an  extremely  strong  level  of  statistical  significance  (less  than  .001).  There 
was  no  evidence  of  bias  based  on  rank,  portion  (student  or  &culty),  or  track  (CA  or 
CSS).  Using  this  data,  the  prioritization  of  the  top  four  SKBs  renuuned  constant  as 
compared  to  the  bottom  three  SKBs.  Considering  the  data  available,  the  SKBs  were 
subdivided  into  three  categories  of  importance. 

Priority  I 

1.  SKB—Possess  the  skills  to  coordinate  and  synchronize  logistics  support  with 
key  personnel  in  the  maneuver  battalion  and  FSB. 

Priority  n 

2.  SKB— Understand  the  tactical  logistics  functions  at  brigade  level  to  enhance 
the  support  operations  officer’s  ability  to  perform  anticipatory  logistics. 

3.  SKB~Analyze  LOG  SITREPs  and  identify  specified  plus  implied  tasks  from 
maneuver  and  FSB  orders/requests  to  perform  anticipatory  logistics  managenient 

4.  SKB~Understand  the  unique  and  general  aspects  of  the  different  distribution 
systems  and  what  impact  they  have  on  each  other  in  relations  to  synchronization  of 
LOGP  AC/Tailgate  opoations. 
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Priority  in 


5.  SKB-Undo-stand  the  automation  integration  in  order  to  maintain  situation 
awareness  and  disseminate  pertinent  digital  information  to  FSC  elements  and  the  FSB. 

6.  SKB— Understand  the  tactical  logistics  functions  at  division  level  to  enhance 
the  support  operations  officer’s  ability  to  perform  anticipatory  logistics. 

7.  SKB—Possess  the  tedmical  proficiency  to  operate  the  automafion  systems  for 
CSS  awareness  (CSSCS/FBCB2). 

The  institution  guiding  coalition  should  now  take  these  SKBs  and  identify 
different  training  events  that  can  be  used  to  enhance  these  SKBs.  Institutional, 
operatioiud,  and  self-development  training  activities  can  be  identified  to  support  one  or 
several  SKBs.  The  institution  guiding  coalition  provides  several  alternatives  in  the  three 
different  pillars  that  the  operational  leader  has  avmlable  to  train  his  lieutenants.  The 
operational  leader  should  consid^  the  different  methods  of  training  and  the  individual 
lioitenant’s  strengths  and  weaknesses  when  determining  what  to  trmn  and  how  to  train  it. 
The  goal  should  be  that  the  lieutenant  is  highly  competent  in  priority  I  and  n  SKBs. 

According  to  the  survey  results  of  the  MMAS  study,  the  tactical  logistics 
fiinctinns  of  fuel,  arm,  and  fix  should  be  the  primary  focus  within  training  the  SKBs 
identified.  The  prioritization  of  the  tactical  logistics  functions  showed  an  extremely 
strong  level  of  statistical  significance  (less  than  .001).  There  was  no  evidence  of  bias 
based  on  rank,  porition  (student  or  &cuhy),  or  track  (CA  or  CSS).  When  comparing  the 
overall  mean  numbers  with  those  of  the  CA  and  CSS  samples,  differences  in  priorities 
wra'e  minor.  The  comparison  resulted  in  the  top  three  tactical  lo^stics  functions  (fuel, 
arm,  and  fix)  clearly  standing  out  fi*om  the  bottom  three  (sustain,  move,  and  man). 
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Institutional  and  more  importantly  operational  leaders  should  consider  using  the 
tactical  logistics  fiinctions  of  fuel,  arm,  and  fix  within  training  events  to  oihance  SKBs. 
The  remaining  three  tactical  logistics  functions  (sustain,  move,  and  man)  may  not  require 
as  much  training  time  or  should  be  trained  as  a  second  priority.  With  that  said,  the  survey 
also  suggested  that  there  are  specific  tasks  (i.e.  LOGPAC/  tailgate  operations)  in  the 
lower  priority  group  of  the  tactical  logistics  fiinctions  that  are  more  important  thsn  many 
specific  tasks  in  the  higher  priority  group  of  tactical  logistics  fiinctions.  These  finding 
demonstrate  the  importance  of  tailoring  the  implementation  of  the  plan  to  insure  that 
individual  lioitenant’s  needs  as  well  as  organization’s  needs  is  met. 

Usii^  Kotter’s  eight-step  process  to  guide  the  FSC  Support  Operations 
Professional  Development  Plan  ensures  the  strategy  supports  the  vision  statement.  The 
integration  of  the  desired  SKBs  with  a  training  plan  that  uses  a  proven  «nH  familiar 
training  system  such  as  the  Army  lead^  development  system  insures  an  easy  means  to 
accon^ilish  the  objectives.  The  development  and  implementation  of  the  vision  anH 
strategy  of  the  FSC  Support  Operations  Office  Professional  Development  Plan  must  now 
be  communicated  to  everyone  involved  in  developing  and  implementing  the  plan. 

Communicating  the  Change  Vision 

Purpose 

Communicating  the  vision  insures  that  the  organization  understands  the  purpose 
of  this  change.  The  vision  statement  itself  must  be  simple  yet  meaningfiil  enough  to 
communicate  the  intent  of  the  change.  Once  the  vision  statement  meets  this  intent,  then 
leaders  must  use  all  possible  means  to  communicate  this  vision  to  persomiel  within  the 
organization.  This  communication  includes  leading  by  example  with  actions  that 
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support  the  vision  and  confronting  problem  areas  that  do  not  support  the  vision  (Kotter 
1996, 90). 

Relevance  to  the  Plan 

The  FSC  Support  Operations  Officer  Professional  Development  Plan  vdll  be 
demanding  on  all  people  directly  involved  in  the  training  of  the  CSS  lieutenant,  plus 
many  people  who  will  be  indirectly  affected.  For  the  plan  to  work,  it  is  important  that  it 
is  a  shared  effort  between  the  institutional  organizations,  the  operational  organizations 
and  the  individual  lieutenant  being  trained.  If  any  of  these  three  elements  are  not 
supportive  of  the  plan,  it  will  fail.  Effective  communication  of  the  vision  is  needed  to 
genoate  the  support  and  the  motivation  required  by  all  individuals  involved  and  helps 
defeat  the  resistance  to  the  change. 

The  institutional  leader  should  provide  formal  commimication  of  this  plan  in 
manuals,  on  the  Intern^  and  during  training  settings  such  as  the  pre-command  course, 
CLOAC,  and  OBC.  Similarly,  the  operational  leader  should  cormnunicate  this  vision 
formally  through  such  means  as  his  command  philosophy,  the  quarterly  and  annual 
training  guidance,  and  quarterly  training  briefs.  Additionally,  both  institutional  and 
operatioruil  leaders  should  use  otho',  less  formal,  means  of  communicating  the  vision. 
Quarterly  counseling  sessions,  infomud  discussions  with  subordinates,  and  leader 
development  programs  provide  great  opportunities  to  generate  two  way  conversations 
about  the  FSC  Support  Operations  Professiorud  Development  Plan  and  possible  training 
^ort&lls  that  may  need  to  be  confronted.  The  two-way  discussion  also  provides  the 
opportunity  for  individuals  to  become  part  of  the  solution  and  not  a  source  of  resistance. 
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Empowering  Broad-Based  Action 


Purpose 

Empowering  individuals  to  take  initiatives  that  support  the  change  allows 
problems,  unforeseen  by  senior  leaders,  to  be  solved  early  in  the  process.  Empowering 
subordinates  and  encouraging  them  to  take  risks  in  solving  the  problems  that  inevitably 
arise,  provides  the  sense  of  teamwork  for  pushing  a  major  change  initiative  through 
obstacles.  Another  common  short&ll  when  trying  to  empower  subordinates  is  inaHpiqiifftf 
training  on  the  new  initiarive,  which  means  individuals  who  could  make  useful 
suggestions  are  unaware  of  the  purpose  of  the  change. 

Relevance  to  the  Plan 

Empowmng  broad-based  action  is  essential  in  developing  and  implementing  the 
FSC  Support  Operations  Officer  Professional  Development  Plan.  For  subordinate  leaders 
to  provide  the  iiqnit  needed  to  make  this  professional  development  plan  a  success,  they 
must  be  educated  on  the  intent  of  the  plan.  A  train  the  trainer  concept  that  allows  leaders 
to  see  beyond  the  physical  training  requirements  and  leads  to  conceptual  aspects  of 
developing  and  implementing  the  plan  is  required.  For  this  plan  to  succeed  there  is  a 
training  requirement  for  the  developers  and  trainers  similar  to  that  of  the  CSS  lieutenants 
for  whom  the  plan  is  designed.  Leaders  are  expected  to  develop  and  implement  a  training 
program  that  they  may  not  agree  with  because  the  program  is  different  than  what  they 
have  seen  over  time  or  considered  too  similar  to  the  Military  Qualification  Skills  (MQS) 
program  that  was  largely  considered  unsuccessfol.  To  overcome  this  resistance  the  same 
principles  for  developing  or  changing  the  CSS  lieutenant’s  SKBs  must  be  used  for  the 
lead^s  involved  in  the  FSC  Support  Op^ations  Officer  Professional  Development  Plan. 
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This  quote  from  Kotter  portrays  the  importance  of  changing  SKBs  (Kotter  calls  them 

behaviors,  ddlls,  and  attitudes)  for  both  the  teacher  and  the  student  in  this  situation. 

First  we  often  don’t  think  through  carefiilly  enough  what  new  behaviors,  skills, 
and  attitudes  will  be  needed  when  major  changes  are  initiated.  As  a  result,  we 
don’t  recognize  the  kind  and  amount  of  training  that  will  be  required  to  help 
people  learn  those  new  behaviors,  skills,  and  attitudes.  Second  we  sometimes  do 
recognize  correctly  what  is  needed  but  when  we  translate  that  into  time  and 
money,  we  are  ovowhelmed  by  the  results.  (Kotter  1996, 108) 

To  prevent  this  plan  from  being  too  oveiwdielming  and  not  considered  beneficial, 

the  advantages  must  be  demonstrated.  There  must  be  OTganizational  benefits  and  in  many 

cases  benefits  for  individuals  who  may  resist  the  change  otherwise. 

Generating  Short-Torm  Wins 

Purpose 

The  high  cost  in  money  and  time  associated  with  a  major  change  initiative  makes 
it  an  easy  target  for  resisters  and  cynics  of  the  change  (Kotter,  1 996, 123).  Since  major 
changes  normally  take  a  long  pmod  of  time  to  fiilly  be  implemented,  short-tmn  wins 
provide  a  measurement  of  success  to  keep  the  change  initiative  alive.  If  success  can  not 
be  seen  in  the  ^rt-tom  the  change  initiative  is  at  risk  to  survive. 

Relevance  to  the  Plan 

The  FSC  Support  Operations  Officer  Professional  Development  Plan  requires  an 
enormous  amount  of  work  and  resources  within  the  institutional  and  operatioiud 
organizations.  If  short-term  success  can  not  be  accon:q)lished  and  measured,  the 
professional  development  plan  will  see  the  same  demise  as  the  MQS  program.  The 
primary  way  to  measure  success  will  be  the  quality  of  CSS  lieutenant  that  serves  as  the 
FSC  support  operations  officer.  However,  th^e  will  be  many  lieutenants  who  go  through 
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the  training  that  will  not  become  the  FSC  support  operations  officer.  Since  each 
lieutenant  that  goes  through  the  training  will  have  a  better  understanding  of 
multifunctional  logistics  than  they  had  prior  to  the  training,  each  lieutenant  who 
successfully  completes  the  training  plan  is  a  short-term  success.  This  accomplishment  as 
well  as  the  efforts  of  the  leaders  who  helped  this  lieutenant  succeed  should  be  recognized 
in  a  &shion  that  demonstrates  to  others  the  importance  of  this  training  program  Leaders 
must  be  careful;  short-^erm  success  can  bring  on  complacency  that  appeared  to  be 
defeated  in  the  first  step  of  this  process  (develop  a  sense  of  urgency). 

Consolidating  Change  and  Produdng  More  Change 

Purpose 

The  guiding  coalition  and  most  importantly  the  senior  leadership  must  not  let 
short-term  success  lead  to  resistance  to  produce  more  change  required  to  meet  long-term 
goals.  The  short-term  success  provided  the  credibility  and  momentum  needed  to  make 
more  dianges  based  on  the  lessons  learned  to  this  point.  Now  is  the  time  to  link  other 
system  and  structure  changes  to  enhance  the  overall  change  initiative  (Kotter  1996, 143). 
Relevance  to  the  Plan 

Short-term  success  within  the  FSC  Support  Operations  Officer  Professional 
Development  Plan  allows  additional  changes  in  training  to  take  place.  For 
although  the  plan  is  designed  for  CSS  officers  in  the  FSB  and  branch-detailed  to  the 
CAB,  it  will  be  a  challenge  to  keep  the  second  group  of  lieutenants  in  the  training 
program.  The  gain  of  ^edibility  with  the  short-term  wins  provides  an  opportunity  not 
only  to  enhance  participation  of  the  branch-detailed  lieutenant  but  see  if  the  system 
would  be  bett^  served  by  establishing  a  career  progression  link  between  branch-detailed 
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lieutenants  and  the  FSC  support  op^ations  officer  portion.  Since  many  of  the  same 
training  problems  the  FSC  support  operations  officer  &ces  have  also  been  identified  with 
the  FSC  commander  position,  a  similar  linkage  could  be  made  where  the  FSC  support 
operations  officer  is  eventually  assigned  as  a  FSC  conunander. 

Results  of  the  MMAS  survey  of  SMEs  also  suggested  that  a  specific  institutional 
course  for  FSC  support  operations  officers  should  be  established.  This  change  would  be 
appropriate  for  this  stage  of  the  process.  A  Support  Operations  Course  at  the  Army 
Lo^stical  Management  College  already  exists.  Although  this  course  is  designed  for 
FSBs,  MSBs,  and  CSBs,  it  provides  relevant  information  that  the  FSC  support  operations 
officer  can  use.  As  the  number  of  FSCs  increase  Army  wide  and  more  is  known  about 
the  FSC  support  operations  officer’s  responsibilities  and  the  success  of  FSC  Support 
Operations  Officer  Professional  Development  Plan,  a  specific  institutional  course  may  or 
may  not  be  required. 

This  stage  of  the  process  is  particularly  difficult  for  individuals  who  feel  that 
^ort-term  success  is  good  enough.  For  this  reason,  personnel  changes  within  certain 
petitions  may  be  required  to  take  the  FSC  Support  Operations  Officer  Professional 
Development  Plan  to  the  next  stage. 

Anchoring  New  Approaches  in  the  Culture 

Purpose 

The  organization’s  culture  must  see  the  benefits  of  the  change  initiative  in  the 
long-term  to  nuuntain  an  atmosphere  that  welcomes  change  for  the  better.  Individuals 
who  supported  the  change  initiative  should  be  rewarded  appropriately  and  those  who 
resisted  the  change  should  be  removed.  If  this  does  not  take  place,  the  organization  will 
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not  be  able  to  maintain  a  climate  that  promotes  initiative  and  risk  taking  for  advancement 
of  the  organization  (Kotter  1996, 157). 

Relevance  to  the  Plan 

The  success  of  the  FSC  Support  Operations  Officer  Professional  Development 
Plan,  like  many  current  initiatives  related  to  Force  XXI,  is  unknown  at  this  time. 
However,  regardless  of  the  long-term  success,  this  initiative  provides  an  opportunity  for 
the  organization  and  leaders  at  all  levels  to  grow  professionally.  The  way  short-term  and 
long  term-successes  and  foilures  are  handled  will  determine  what  risks,  if  any,  leaders  are 
willing  to  take  in  this  plan  and  foture  initiatives. 

Conclusions 

This  draft  FSC  Support  Operations  Officer  Profesaonal  Development  Plan 
provides  a  foundation  that  must  be  refined  and  built  upon  in  order  to  train  CSS 
lieutenants  in  the  desired  SKBs  to  be  successful  as  the  FSC  support  operations  officer. 
The  research  for  the  MMAS  thesis,  which  developed  and  prioritized  the  SKBs  phis 
analyzed  the  use  of  the  Army  leader  development  system,  provides  a  sound  start  point  for 
the  institutional  and  operational  guiding  coalitions.  Kotter’s  eight-stage  process  for 
CTeating  change  serves  as  an  excellent  tool  to  successfully  guide  the  overall  FSC  Support 
Operations  Officer  Professional  Development  Plan.  Once  this  draft  professional 
development  plan  is  refined,  it  must  be  followed  to  insure  success.  Kotter  says  that 
sometimes  people  will  ddp  stages  due  to  pressure  to  produce  and  it  inevitably  fails.  He 
goes  on  to  say  that  after  step  one,  the  urgency  phase,  several  stages  may  operate 
simultaneously  but  they  must  be  initiated  in  order  (Kotter  1996, 24). 
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Success  on  the  Force  XXI  logistics  battlefield  lies  with  senior  combat  service 
support  (CSS)  leaders  able  to  develop  junior  office’s  to  perform  logistics  functions 
previously  performed  at  the  field  grade  level.  Force  XXI  logistics  redesign  envisions  a 
lieutenant  saving  as  the  forward  support  company  (FSC)  support  operafions  officer  with 
the  ddlls,  knowledge,  and  behaviors  (SKBs)  traditionally  associated  with  a  major  or 
senior  captain  saving  in  a  forward  support  battalion  (FSB)  as  a  support  operations 
ofiica.  As  identified  in  DA  PAM  350-58,  Leader  Development  for  America ’s  Army, 
leadas  develop  and  enhance  their  SKBs  using  the  Army  leada  development  system  that 
consist  of  three  pillars;  insfitutional  training  and  education,  opaatioiuil  assignments,  and 
self-development.  This  plan  combined  the  findings  of  the  MMAS  study  and  Kotta’s 
eight-stage  process,  produdng  a  draft  FSC  Support  Operations  Offica  Professional 
Development  Plan,  to  train  CSS  lieutenants  to  serve  as  FSC  support  operations  officas. 
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